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ABSTRACT 


The elusiveness of the concept of power prompted this study of 
power in organizations as it concerns administrators. The exercise of 
power can be described as being related to four factors: (1) the 
entities involved in the power relationship - in this study, the 
entities consist of the administrator and the subordinates(s); (2) the 
process of exercising power - in this study, the power process reflects 
the administrator's capacity to exercise power, and is a function of the 
power relationship; (3) the outcome of the exercise of power - in this 
study, the outcome consists of changes in the subordinate's behaviour 
and/or attitudes, necessary to facilitate the organizational goals; and 
C4yethegsocialecontext within whichrpowersis «éxerciseds-sin this study, 
the social context is the organizational setting. 

The research procedure undertaken consists of a review and 
Critical analysis of the relevant literature. A philosophical and 
analytical approach is adopted in drawing implications for 
administrators from the data. Because the concern in this study focuses 
On the area of organizational theory, no empirical data is generated to 
either support or refute conclusions made. Suggestions for further 
study include ideas for empirical research based upon the conclusions of 
this thesis. 

A clear distinction is made between power and authority, power 
residing in personal interaction and authority residing in an 
organizational position. The concept of power proposed here may be 


stated as follows: power is the administrator's personal ability to 
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effect change in a subordinate's behaviour and/or attitude, necessary to 
the accomplishment of the organizational goals; the administrator's 
ability or capacity %, exercise influence is a function of the 
relationship between himself and the subordinate, and the exercise of 
this influence occurs in an organization. 

The authority vested in an administrator's position is seldom 
sufficient in managing the responsibility also inherent in that 

er 
position. It is proposed that responsible acquisition and exercise of 
power can increase an administrator's base of control beyond the 
traditional positional authority. (Organizational veffectiveness, is 
determined by the achievement of organizational goals. ‘Thesexercise of 


power can largely determine administrative effectiveness and thereby 


have a significant impact on organizational effectiveness. 
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CHAPTER I 


INTRODUCTION 


Power is one of the most elusive concepts in the social sciences. 
Cone tce tans that power is an important element in social interaction, 
the subject of power appears infrequently in the literature. ‘Purther , 
much of the existing literature on power appears to be vague or 
contracietory - 

In his book entitled Power, Bertrand Russell (1938:12) concerns 


himself throughout with demonstrating that "...the fundamental concept 


Ts 


of social science is Power, in the same sense in which Energy is the 
fundamental concept in physics.” 

An organization is one of the many social entities in which a study 
of power in social interaction can be undertaken. The concept of 
organization adopted in this thesis is that of a group of material and 
human resources united for the accomplishment of some goal or purpose. 
The administrator may be regarded as a force or entity in the 
organization responsible for channeling all efforts and behaviour toward 
the accomplishment of some organizational purpose. Since educational 


administration is undertaken in organizations, the study of power is 


important to the understanding of educational administration. 
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Purpose of the Study 


The“purpose’ of ‘this ‘study is “to*review and analyze’ the concept of 
power in organizations as it concerns administrators. More specifically 
the purpose is to conduct a study of personal power which is not to be 
confused with authority, or as French and Raven refer to it, “legitimate 


powers. Ore posit Pont power » as! Etzioni” catis it . 
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Significance of the Study 


Although administrators have some degree of authority inherent in 
their position, an intelligent, responsible acquisition and exercise of 
power can increase an administrator's base of control beyond the 


traditional authority vested in the position held. Organizational 
\ 


\ 
effectiveness is determined by the achievement of organizational goals. 


An administrator dedicated to organizational effectiveness can be an 
asset to the organization, especially if the administrator operates from 
a control base extended by his exercise of power. 

lisist proposed, then, thateonersicnificantedisciosure in 
undertaking a study of power in organizations is the way in which an 
administrator can acquire a wider base of control. Authority and power 
can be used together to increase administrative effectiveness. The 
combination of position power or authority, and personal power or simply 
power, can facilitate both the amount of influence an administrator has 
over organizational behaviour as well the range of behaviour affected. 
Also, because the bases of power and authority differ, the number of 
persons influenced will be greater through the use of both power and 
authority. 

The value of an empirical study is sometimes more readily apparent 
than the value of a theoretical study in thesis writing. In order to 
undertake any kind of empirical research a sound hypothesis must be 
proposed. This hypothesis is derived from many sources, one source 


being a review of the literature, an analytical and critical examination 
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of that literature, and a logical and reational argument based upon that 
examination, leading to some conclusions. In an empirical study those 
conclusions become researchable hypotheses. 

The information gathering process then can be viewed as a circular 
process. Theoretical research is conducted yielding certain conclusions 
which become testable hypotheses and are subjected to empirical 


experiments. From the re 


109) 


ults of these experiments new hypotheses are 
generated which require additional theoretical research and so the 
process continues. 

Although this thesis is limited to the theoretical research of the 
existing literature, the conclusions can serve as implications and 
hypotheses for further research, both empirical and analytical. Also, 
as has already been mentioned, little has been written on power in the 
field of administrative theory. A second reason, significant in 
undertaking a study of power in organizations as it concerns 
administrators, is to add to the existing literature on organizational 
theory. A theoretical study can elucidate the concept of power and its 


implications fdér administration and thereby address the organizational 


concern of effectiveness. 
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CHAPTER II 


THE STUDY 


The study undertaken in this thesis consists of a review and 
analysis,of,the concept of ipower.inyporgani zations as tit<coneerns 
\ 
administrators. : 
In this chapter the method used to gather, analyze and present the 
data is outlined. The study is then delineated with respect to 
delimitations and limitations. Finally, the design of the study is 


described, consisting of the procedure implemented in presenting the 
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Methodology 


The research procedure used in this study consists of a review and 
critical analysis of the relevant literature. The range of literature 
dealing with power is somewhat extensive. It was necessary therefore, 
to concentrate upon studies of power relevant to administrative theory. 
The bibliography is by no means exhaustive but an attempt was made to 
draw from relevant sources in the social-psychological, political and 
related disciplines. The literature review was concluded when the 
content of the readings became repetitious and redundant. 

The volume of the data generated by a review of the literature was 
limited to an extent manageable in a masters' thesis. Therefore, 
feasibility is another factor which dictated the dimensions of the 
literature review. 

An assumption made in analyzing the data is that administrative 
effectiveness is causally related to organizational effectiveness. An 
intelligent, informed use of power is assumed to facilitate an 
administrator's effectiveness. An assessment and analysis of the data 
is based upon the data's contribution to administrative and 
organizational effectiveness. 

A philosophical and analytical approach is adopted in drawing 
implications for administrators from the data. It must be acknowledged 
that no empirical data is generated to either support or refute 
conclusions made. Appraisal of the arguments must be based upon the 
reader's assessment of the strength and quality of the arguments 


proposed and the consistency and cohesiveness of the thesis itself. 


5 a | | wu aN ; 7 = = | ; ale 
a - _ 
ben ae. ‘ ts nila - nid ee ia 


: aiutere?ti 1 “an ed? \ethaeee ts seane fa? et 36 ao “re te tats 


_ 


2 
ce 


tesa an 


- 


-— - 
 , eeeberses Cbs 480 2] eh eT Fe OE DH Se ONE Low ga 
; 7 
2 
PGhat? OCCA sesH1Abe.G* Tevet ote, * 7 <> s/o af 
_ : 
fi Gae ré~v sc site Sa Ube wel lana ’ ? nl ioty Ty eb 
7s 
Bre seat ST Ss]. Tedder’ y%s-etr? ag St Oat FARE » ooa) = . 
| > 
e803 c22V GSO toa02° yy eats to oe ; parr [L4IS00+ te 


TAGs Ya, O40: “a7 ere ALES 
pam Greeieeeite) '=27 As PEIHA WV tet Mee) STe* Gu. 16 Tees? any 


seaiaendti: |. efaSr> 4182002 & c?- 2% tec ‘$+ 612 &3 Se 


wel ler ertwesee : 
7 


Pa , 
, : ¥ on 
SvEspiIe/ALV4d Yes’, 4 as 1d Sobeoy Lis sir Tol Ahpepe SA, 


> y 7 : 
i .eaateT a ferlsis Sap # efi Yilewyr 4% peonee es 


a Speci lise ps hermwee Oo). tevre ot Seetyir? seu 
a? . - & - 


att) wes $4 *20¢f abe Serf mie bet Oo =A oh 7 wig tt < ~e 


s : ; a 
= J tas Srdtirs esos at goteeits wig s"exnb et) gigs te 
SS _ ; 

7 es e aw 57 6V resettcs fawn ge — 


aoe a 


a — dostresnge, tue Ay aire gy 
a 


The presentation of the data is detailed in the “Design” section of 
this chapter. reer the concept of power is presented as it is 
found in the literature. The individual's relation to power is then 
examined followed by a study of the nature of power behaviour as it is 
reflected through the social-psychological notion of perception. The 
concept of power specifically in organizations is then discussed. Much 

\ 
of the literature presented in these chapters is drawn together in the 
examination of the dynamices of power. 

As the order of the chapters indicate the literature on power is 
presented beginning with a relatively narrow focus on the concept of 
power itself and broadens in scope to include the individual and the 
organization. The reason for the employment of this method of 
presentation is the difficulty of the concept of power. It is important 
that the concept of power adopted in this thesis be initially explored 


and clearly outlined prior to more complicated investigations of power 


in various conjunctions. 
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Delimitations 


The escopéwot this study is limited to the concept of power in 
organizations as it concerns administrators. The distinction between 
the roles of administrators and managers is an important one. 

Litehiield'(1956%4-5) ddentifiesithree broad functional areas of 
administration: ©"%policy [making]);owhich he defines.as sa statementoof 
objectives; resource [management], which includes people, money, 
authority and material; and [decision] execution, which he claims is the 
integration and synthesis of policy and resources in order to achieve 
the organizational goals. The role of a manager is to manage 
resources. Therefore, of the three areas of responsibility of the 
administrator identified by Litchfield, the second one may be described 
as the managerial role. The role of an administrator, then, is wider 
than that of the manager in that it encompasses a wider range of 
responsibilities. 

Because management is the distribution and direction of 
organizational“ resources, management may be viewed as one aspect of 
Vuntaeeo Power plays an important part in the role of the manger 
speci ficiallytin thes directing off humanyresources:: | Kotter: (1979:1-2) 
claims that 

Power-oriented behaviour can have an impact on managerial career 

progress, on job performance, on organizational effectiveness, and 

om thevdivestofmany  pedple.: .Cint lightyoffthesesbasict facts, it is 
surprising how little has been written on power and management. 

Many authors do not make a clear distinction between power and 
authority. Although the focus of this study is on power, occasional 
references to authority are made in order to distinguish between the 
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While power may be described as the ability to affect subordinate 
behaviour in organizations, authority may be described as the right to 
affect that same behaviour. To use Etzioni's (1961) dichotomy power may 
be seen as "person power” while authority is “position power.” 

Cartwright (1965:102) describes the differences between power and 
authority in the organizational setting. 

\ 

Power “is seen here as anv*aspect of san informal »social relationship 

based onthe ability of one person to contribute to the sratifica- 

tion or deprivation of another's needs. But authority is an aspect 
of the formal structure of a group based on the role prescriptions 
and founded in the norm system of the group. 

Every organizational position carries with it some level of 
authority. However, it is largely the personal element, ability, skill, 
or capacity to influence another person which is examined in this 
thesis. 

The importance of the relational aspect is stressed in this concept 
of power because the expression of power is primarilly a function of 
personal interaction. To be called a power relationship, both entities 
involved mist deem it so. Much can be found in the literature relating 
to the entity who wields the power, herein called the power holder, but 
little is written about the equally important entity, herein called the 
power assenter. This choice of term denotes an active, decisive, 
deliberate acceptance on the part of the power assenter of the power 
holder's power. Implied in the interaction is the power assenter's 
decision regarding legitimation of that power and subsequent 
acquiescence to it. The power assenter is not viewed as a passive, 


subservient subordinate but as an active, participant in the power 


relationship and in that respect also holds some degree of power. 
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There are many different motives associated with acquiring and 
utilising power. Although it is acknowledged that some administrators 
in pena cote ae do seek and exercise power to further their own 
personal interests, that type of individual is not addressed in this 
thesis. The assumption is made that the role of the administrator is to 
undertake the achievement of organizational goals. This thesis, 
addresses the concept of power where its usage contributes to the 


achievement of organizational goals. 


id 


Limitations 


Because of the theoretical approach of this study, the author is 
constantly conscious of avoiding the problem of researcher bias. Since 
there is little in the way of determining “rightness” or “wrongness” of 
the argument except for some discussion with interested parties, 

\ 
personal inclination can affect such things as literature selection, its 
interpretation and critical evaluation, objectiveness of the argument 
and conclusions made. 

The way in which bias was guarded against, was the deliberate 
seeking out of dissenting views in the literature review. A balance 
including both agreeable and dissenting views was attempted and 
objective consideration given to both. 

Because so little research on power has been conducted in the 
educational administration field, much of the study is compiled from 
many different disciplines and avenues in the literature. As a result, 


the researcher has found it necessary to make many “quantum leaps” in 


the compilation of the data as well as in the implications concluded. 
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Design 


The design of this study is not the usual one adopted in most 
theses. Because it is largely a review and analysis of the literature, 
the literature review itself comprises the bulk of this thesis. While 
most authors of theses undertake a review of the literature in one 
chapter and the discussion in another, a different method is employed 
here. The literature review is undertaken in Chapters III to VIII 
inclusive. Each of these six chapters is divided into four parts: the 
introduction of the chapter, the literature review, the summary of the 
literature review and the discussion of the same. 

Chapter I is the introduction to the thesis, where the purpose and 
BResrenriicance of  the™study Ys "outlined: “Chapter Ll’ contains the 
approach taken to the study and in it the methodology is outlined, the 
delimitations and limitations are discussed and the design of the study 
is explained. 

Because it is such a difficult concept to grasp, power is addressed 
directly in the first two chapters of the literature review, Chapters 
Wilgandsi ve PMeCarty sand RamseyeCl9/Uscxxiid eat rirmethate Tnernest 
problematic aspect of power is determining its structure, not whether it 
actually exists.” Assumed at the outset of this thesis is that power 
does indeed exist and that the attempt here is to detemine its 
structure. 

Many of the definitions found in the literature are reviewed in 
Chapter III. The relational aspect of power is examined and the 


gapacity ofp power is discussedvand® later™reconciled® in® the*power 


relationship. Finally, some of the various approaches to power are 


described, concluding with the approach taken in this thesis. 
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For the purpose of this study four factors important to the 
exercise of power dietician aes (1) the entities or persons involved 
in the power relationship; (2) the power process or the way in which 
power is exercised; (3) the outcomes resulting from the exercise of 
power; and (4) the social context in which the exercise of power 
occurs. An examination of outcomes is left in the competent hands of 

oar 
the social-psychologists. The main concern of this thesis is the power 
process. The entities and the social context are both discussed insofar 
as they lend an understanding to the process. 

The entities in the power relationship are discussed in the next 
two chapters. In Chapter 5, "Power and the Individual", the impulse to 
power is examined. In discussing the power motive, both the 
instrumental and intrinsic values of power are considered. The question 
of certain value theories encouraging the adoption of particular power 
patterns is also considered. 

In Chapter 6 the power holder is examined with reference to self 
and group perceptions which allegedly influence the exercise of power. 
This chapter is included because it appears that more attention needs to 
be given to the subtle, less observable factors which can have an impact 
on the power process. 

The social context of the organization is emphasized in Chapter 7, 
with specific reference to how power functions in the organizational 
setting. 

In Chapter 8, “The Dynamics of Power”, many of the arguments 
proposed in the earlier chapters are tied together. Although the 


process of power is largely examined, some reference is also made to the 
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entities and the social context in the exercise of power. The tactics 


surrounding the acquisition and use of power in the organizational 


Setting ds) 10 concerns administrators is the main consideration in this 


chapter. 


CHAPTER III 


CONCEPT OF POWER 


In undertaking a study of power, it is necessary, at the outset, to 

examine the concept as it is reviewed in the literature. In this 
\ 

chapter various definitions of power are examined and specific 
components of those definitions are highlighted. The relational aspect 
of power is examined in some detail and discussed relative to the 
concept of power as an individual capacity. Various approaches to power 
are examined and a discussion follows which ties together the various 


sections in order to derive a clearer understanding of the concept of 


power. 
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Defining Power 


The literature on power is extensive and transcends many academic 
disciplines. It is understandable, then, that there exists almost as 
many different definitions of power as there are writers on the topic; 
and as Dorwin Cartwright points out, the differences are not merely 
semantic. 

As varied as they may be, many of the definitions appear to focus 
upon one or more of three areas of power: behavioural response by the 
power assenter, which has been defined as the outcome of the power 
exercise; the relational aspect of power, denoting that it is a function 
of both entities in the power relationship; and power as a personal 
Capacity, Or ability. Many definitions fall into the first catecory, 
possibly because behavioural response is an external, measurable outcome 
of power and therefore visible to some extent. 

Simon (Cartwright, 1959:186) maintains that the assertion 'A has 
power over B', can be replaced by 'A's behaviour causes B's behaviour'. 
Siplariy | Dahli s (op CiL) intuitive idea, of power 16° that the measure 
of we power over B is determined by the extent to which A can get B to 
do something that B would not do otherwise. What these authors are 
saying is that power can be measured externally in the behavioural 
change believed to be caused by the exercise of power. 

The relational aspect of power is another focus of many definitions 


found in the literature. Weber (1964:11/7) defines power as 
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-.. that opportunity existing within a social relationship which 
permits one to carry out one's own will even against resistance and 
regardless of the basis on which this opportunity rests. 

Hall (1982:131) also claims that power is relational and that one 
cannot have power in isolation. 

In his defintion, Emerson (op cit) takes the relational aspect one 
step further and suggests that power resides “implicity in the other's 
dependency." That is, the two people in a power relationship are 
mutually pependene ete che a other. 

Jacobs (1971:216) writes that one of the essential features of 
power is "...that power is an aspect of a aaa oer between two 
people, not an attribute of a given person.” Similarly, Wolfe (1975:100) 
Beeines power as a social relationship and not a personal attribute. 

The source or the basis of power is found in both entities in the social 
relationship, or in the interaction between the two. 

All of these definitions support the idea that power is a function 
of both the power holder and the power assenter. Although this point is 
discussed in greater detail in the discussion 8 eer Ria tiie chapter, 
it should be noted here that both Jacobs and Wolfe specifically declare 
that power is not a personal attribute of the power holder. 

The third area of power attended to in many definitions found in 
Eiewliterature is) that of personal bility 1or capacity." Metcaliy and 


DUewick (196071 00)eclaim thatvit unhindered, “=..power is a vselt- 


developing capacity.” Bertrand Russell (1938:12) views power as the 
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According to Blau (1976:116) power is "..ethe ability of persons or 
groups to impose their will on others despite resistance.” Tawney 
(op cit) defines power as the capacity of an individual to modify the 
behaviour of other individuals in the manner he/she desires. This 
combines both the behavioural response and relational aspect of power, 
as does Russell's definition. 

Similarly.) Kotter? (ie /9sljcsugeestsithat 

DOWere is iaiméasures of ar persons potential thol cet @therse@tondo what 

he or she wants them to do, as well as to avoid being forced by 

others to do what he or she does not want to do. 
Kotter qualifies his definition with the understanding that the 
direction of power must be only one way, with no influence being 
reversed. Here, mention is made again of the outcome of the power 
exercise. 

toe the) Compacts kddtion Cfithe Oxford Dictionary, ((Vol.c215 SOxford 
Universityarresseh1971,ep.abZ13);apewertasndefined as’ Yehesability to 
do or effect something; to act upon a person or thing; a particular 
bacule, of pbody toremind: the active principle of producing some erfect- 
According to the above definitions, power resides in the power holder in 
ates haan of some capacity or ability, which would appear to contradict 
the relational aspect of power. This point will be considered in the 
diseussi0n section of this chapter. 

Two additional definitions draw the reader's attention to two other 


areas of power not yet mentioned; these are, the process of the power 


exercise, and internalization resulting from that process. 
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While there are many definitions of power which focus on 
behavioural response as an outcome of the exercise of power, few focus 
on the process. 

Brercredt, (Wrone.1979:21)) defines power simply (as the ability to 
employ force or sanctions, not their actual employment. He is drawing 


the reader's attention to the dispositional nature of power here, an 


\ 


\ 
idea which is discussed at length in a later chapter. 


Lasswell and Kaplan (Cartwright, 1975:186) define power as a 
special exercise of influence where, by the use of actual or threatened 
deprivations for nonconformity, one undertakes the process of affecting 
the policies of others. While Lasswell and Kaplan attend to the process 
of power they also introduce the notion of internalization, policy 
change requiring more than behavioural response on the part of the power 
assencer. To make a policy change an individual has to be convinced 
that the change should be embraced by him not only now but also in the 
Sutures sliis requires <a/ichange ins hic belief system. “Lhus, thespolicy 


becomes internalized. 
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The Power Relationship 


Upon a reader's initial exposure to the bulk of literature written 
in the area of power, it would seem that two camps exist regarding 
whether power is the function of a relationship or whether it resides in 
tne power holder. .Im this section and the next the “backeround for this 
discussion is developed and some conclusions are drawn in the discussion 
section of this chapter. Also, some of the many elements involved in a 
power relationship are examined, including various authors’ descriptions 


of a power relationship. 


Bachrach and Baratz (1969:101) maintain that "...power is 
relational, as opposed to possessive or substantive." Therefore, one 
Pannotr accurately way ‘what. X “has power or that Y 2s power” —-— ae as 
neither a possession nor a property of a person or group. "...one 


cannot have power in a vacuum, but only in relation to someone else.’ 

Power is a kind of agreement then. It resides in the subordinate 
asawelleas the administrator iim that the former legitimizes or 
recognizes Pre power: Similarly, Kahn and Boulding maintain that a 
certain amount of “genuine,” not coerced consent, has to be given to the 
power holder by the power assenter for the power relationship to be 
effective. What these writers are saying is that there cannot be 
leaders without followers. Power exists because both entities recognize 
and legitimize it - it originates from two sources. 


Although the cooperational element is apparent in the interactive 


process Jacobs (1971:216) cautions his readers with a basic postulate 
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contained in most theoretical frameworks of power =sihiiithererareheosts 
associated with the oe of power apparently derived from two sources.” 
EThesEirst \costsacompliance in the face of exercised power, has a 
negative value in this culture, contends Jacobs, because it is based on 
the concept of coercion. The second cost stems from the power 


differential between those holding, and not holding power. The greater 


\ 
the extent of the power differential, the greater the likelihood that 


the person with power may unintentionally damage the other person 
holding less or no power. Either of these elements may cause anxiety in 
the power assenter, which may lead to resentment and resistance, 
resulting in an attempt to: reduce the power differential; seek 
approval on some other basis; or withdraw from the relationship. 

Bachrach and Baratz (Ibid:102) describe the power relationship in 
more technical terms. 


A power relationship exists when (a) there is a conflict over 
values or course of action between A and B; (b) B complies with A's 
wishes; and (c) he does so because he is fearful-that A will 
deprive him of a value or values which he, B, regards more highly 
than those which would have been achieved by non-compliance. 


Wolfe (Ibid:101) also lays out a scenario of a power relationship. 


Two conditions are necessary for O to have power over P: (a) P 
must have needs or goals which he feels can be satisfied or 
attained with the help of another's resources but not without such 
help, and (b) P must perceive O as having resources which might be 
made available to him. O's power over P is based on potential 
rewards when P perceives that O has resources that P needs, 
desires, on svalues}, on which have +a positivesutility siomP t— It is 
based on potential punishments when P perceives that O might 
actualize resources which are negatively valent for P, or which 
heve @ negative utility with respect to P’s needs, desires, or 
goals. 
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Wolfe (Ibid:100) introduces an element of flexibility into the 
power relationship: "Power is a concept of potential behaviour in a 
social relationship, and allows for variation from one behavioural 
region to another from time to time." That is to say that a power 


relationship is not a static concept, nor is it restricted temporally or 


repionally~ Because it is’ "potential behaviour", according to Wolfe, 
power can change hands depending on the time or situation. As Wolfe (op 
er) explains, “Inherent in thist approaéh is the fact (that the power of 


O over P and the power of P over O are conceptually independent of each 
other.” Here Wolfe introduces power as an independent variable. 

Mills (1963:8) describes a similar position. He views power as 
“..ethe capacity to make and to carry out decisions even if others 
resist’ and holds that it "...functions as an independent social 
variable.” 

Simon (Bell, 1969:72) alternatively, recognizes that the influence 
of an element can either be (1) independent, with all the reverse 
feedback relations ignored, or (2) the net influence, with all the 
reciprocal influences of other elements upon it. In other words, the 
cae which P has over O may affect the outcome of an exercise of power 
over P by 0. 

In the power relationship, the costs associated with the relational 
aspect is a factor which an administrator may wish to consider in 


defining the dimensions of his power relationships in the organization. 


According to the writers cited above, the administrator will not be 
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alone in defining these dimensions because power is a function of the 
interaction between two entities and not a personal quality or 


characteristic. The dimensions of power are discussed in the following 


chapter. 
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Power: The Capacity 


This section deals with a notion of power which Metcalf and Urwick 


call “genuine power". The concept of power as a skill or a capacity is 
one which has been addressed by several authors. Some of these authors 
have been examined. Others require closer attention. A fairly lengthly 


discourse by Wrong (19/79:1) is presented here to open the discussion. 


The most general use of the word 'power' in English is as a 
synonym for capacity, skill, or talent. This use encompasses 
the capacity to engage in certain kinds of performance, or 
"skili’ in the strict sense, the capacity. to produce an effect 
of some sort on the external world, and the physical or 
psychological energies underlying any and all human 
performances —rthew!lpoweretoract' tiselifijlas, it were: 

...- Applied in this sense to human energies, power is equated 
with potency, or an actor's general ability to produce 
successful performances. 

Thernotioméah ‘controlling sor acting som wesistentmmateriats tis 
implicit in thev=ideas or power vas skill or capacity. some 
writers have equated power in this general sense with mastery, 
or with the ability ‘to produce observed modifications in the 
external world’. 


Inherent then in the concept of power as a capacity or skill is 
the external, observable outcome which indicates the effectiveness of 
that smile etine power holdenw on actorias Wronmecakis shim, {must ibe 
aware in strivine for extérnal compliance that he does not undermine the 
desirable response of internalization, or policy change, as Lasswell and 
Kaplan refer:to it. More attention will be given to this idea in a 


later chapter. 


a 2.5 


to 


mm. it 
Pa 
dstees van 1 anne jieee sab _ vad ll Ww 

: ae: yy te 
os H4ieaqse 4 THO 49624 A’ 4A diica>te segg.prm’ <0T & anorag” 
s20dyhe Gent? *s ae? woven (Talos Ne leeegTian Po nis teen 


yidrpant eh es Pl ="  eee ee ee ‘pre : hi > hen deegere reet it 
7 » 


-Rotasanes® os Te5 abot, veranda 1.) @ahIe oad alate 
tn ) - 
eg ee ee ee ¢ (fas ee oe eo Pat. ra) @ peate al 

ot .seeaywire | ; ‘ are es te aay 
Joayl?o Se Gears 4 “9 iva’ a PEifiea Spot Ad. 23° Sasa 
ss Lauievin. aft? ‘Pied rch emits ree ahe Mw 
rerun 325 Be Yenc wry 4? val ytons 240990, Ces ee > 
ore Ag \ igi (fig ote vee pi> 4 gbariate sore 
ties Sh Ferns , PREWMIHE £990) GF Birr dD Ohms | th ‘ee tleg Fo 's) bs, ae 
baarh verites oem a 3655-4 1 | , SPs > <2 
be 4 o¢ j 2 
s aslods mj » by bad : y ; +6 » wh " oft 4 - 
aie ~ yt dems Tad Tul 7 ae =, wis 4S Mallen 7 
Viele jjizs areg Lever j Qec> #8 Decry fetese® aye ends 
ed nm ee"; cre te we Te An, arts » oe ) fbuG oa “e 2. 


23a S74 

a? dftts < vigue@er’ nh Se tubltg 3c np sical) ef Vay, Ceo peted 

> Opens’ tae Pte, 9; ssasthee (sates tnt. elase peado , ewtemee 
> 


at? tain 5h abita acl. ap 3a). 7 “yeah Der Tay ot iites q 


40irse a 


“3 saianie POH esigh - of 1a) sans hiepa’ Je-eeres Vo" 
tas. — a Pf, wnt pilicy tr net fantasn? a ~aregee? a 
: * a ohh an a ante’ ‘dtdv ned, a a aaa io 
: _ 7 9 Sean 
Mm? is 2 

a iz 
aoe <a 


o 


ie 


According to Metcalf and Urwick (1965:109), one can confer 
authority but not nena Power cannot be delegated because "genuine 
POWERTUS capaerty aie It cannot be conferred because "...power is the 
blossoming of experience.” "Power is not a pre-existing thing which can 
be handed out to someone or wrenched from someone", maintain Metcalf and 


Wretek tO8bid oi) i): 


\ 
\ 


Although Metcalf and Urwick (Ibid:113) do not actually define what 


Ele yerelereto fas “senuwine (powerylethey déseribe ite natural” 
d€evelopmentiwith the tiollowine tiliustrattion: @F Thetinstinct efor 
workmanship,” where at one time was expressed in the individual's own 
work, is now expressed in group production, the individual having 
management input regarding group organization and the production 
technique. Where “genuine power” used to be a solitary capacity it is 
now tbeflected“inythe organizational setting as a group effort. As 


Metcabreand Urwickidescribel itimcop ici tt) 


»..-if we ‘have any power, any genuine power, let us hold on ‘to it, 


let us not give it away. We could not anyway if we wanted to. We 


can confer authority, but power or capacity, no man can give or 

take. The manager cannot share his power with division 

superintendent or foreman or workman, but he can give them 

Opportunities for developing their power. 

According to Metcalf and Urwick, “genuine power” is accompanied by, 
or reflected in a sense of pride or accomplishment in one's production. 
The implications drawn by Metcalf and Urwick for an organizational 
setting appear to follow naturally from this point. These authors 
suggest that power can be described as an active, mental capacity, an 


ability or faculty. According to this description power is more a 


personal capacity than a positional attribute, as is authority. 
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Wrong ((Ilbid:2) cautions his readers to be aware, that .. The 
sociological concept of power must not imply that it is an attribute of 
an actor rather than a relation between actors, whether individuals or 
groups." The distinction between an attribute and a capacity is an 
important one. An attribute is a personal quality, property or 
characteristic and may exist independently of any external influence. A 
Capacity 1S an ability, faculty, talent, skill, which can be cultivated 
or developed and thereby influenced by external forces. 

Relevant to both the relational aspect of power and the concept of 
power as a capdcity is the social context of the interaction, an area 
of power which has been found in many of the definitions of power 
already discussed. It has been stated by many authors that one cannot 
have power in isolation - the manifestation of personal power is in 
social interaction. 

Social interaction can occur in any type or size of social setting, 
ranging from a small family unit to a formalized multi-conglomerate 
corporation. The question arises whether the concept of power differs 
according to the the type of social interaction. Cartwright (1965:183) 
weer that 

No categorical distinction between 'large' and 'small' social 

entities can be maintained; such concepts as influence, power, and 

authority (or their equivalents) must be employed in any adequate 

treatment of social interaction wherever it may take place. 
Cartwrien. Clbid: 133-84) explains that 

Although there - undeniably important differences between 

large, enduring social institutions and more temporary 


relationships within smaller social entities, it does not follow 
that a single set of theortical constructs is inappropriate pe Rg 
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ereabane DOT. On the contrary, developments within social 

psychology and within the disciplines concerned with institutions 

are combining to strengthen the belief that the same concepts 
should be employed by both. 

Organizations are Been Vines Pathe and by their very nature have 
many basic characteristics in common, whether they be family units or 
Povernmment bureaucracies. it follows from Cartwright's argument that 
one theoretical construct of power could explain power behaviour in any 
organizational setting. 

While some authors deem that variety in organizational types 
Pequiressvariely in ‘constructs or power, others, as Cartwrieht notes, 
deem that the theoretical and empirical approaches to the study of power 
MUStity various, power Constructs. Cartwrieht (Ibid:165) “makes “the 
comment that 
It is an unfortunate fact that the separation of work into ‘pure 
theory’ and ‘brute empiricism' has plagued the study of power 
perhaps more seriously than any other field of investigation. Work 
of either extreme sort is no longer of much value. 

The topic of power has such a wide scope that both types of 
research are necessary in developing a useful construct of power. Also, 
since much study is undertaken in the areas of organizational behaviour 
as well as administrative theory the integration of theoretical and 
empirical research is necessary to a comprehensive understanding of 
power in organizations as it concerns administrators. 

In summary, the concept of power as a capacity is well documented 
in the literature, although it appears to require some reconciliation 


with the-relational aspect of power, since refutation of either aspect 


could be difficult. The idea that power occurs in social interaction 
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is another key concept favoured by many writers in the area of power, 
whether they focus on the relational aspect of power or the idea of 


power as a capacity. 
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Approaches To Power 


The word 'power' conjures up many different impressions in people's 
minds, a large number of them negative in nature. The exercise of power 
is a definitional function of leadership. Although most people would 
acknowledge that leadership is a natural and necessary feature of any 
ees evidence found) in the: literature indicates that some still 
balk at the idea of one person exercising power over another. Kotter 
quorese(@l/)9': Is Zaleznike and) demiriesewhos write, 

‘Power' is an ugly word. It connotes dominance and submission, 

control and acquiescence, one man's will at the expense of another 

man's self-esteem...Yet it is power, the ability to control and 
influence others, that provides the basis for the direction of 
organizations and for the attainment of social goals. Leadership 
is the exercise of power.' 
Although Zaleznik and de Vries hold a negative view of power, they 
admit to its usefulness and necessity in an organization. 

Blau (1976:xv) defines power as “control through negative 
sanctions.” Associating power solely with the idea of punishment can be 
uncomfortable and cause people to avoid the whole process of power. 

Kotter (lbid:3) claims that Charles Reich reflects the views of 
many in areuineg that “'It is ‘not the misuse of power that is evil; the 
very existence of power is evil'.” Kotter reports that even recent 
studies, indicate the negative feelings many people have regarding 
power. Harvard psychologist, David C. McClelland, has observed that in 
American Society in general, people are proud of having high achievement 
needs but do not like to be told that they have a high need for power. 
Kotter (op cit) explains that "People often associate power with 


exploitation and corruption. They tend to distrust people who openly 


seek power.” 
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Although some like Reich hold it in contempt, believing that power 
is an evil, uncontrollable force, others hold the view that power can be 
a useful tool in the hands of the responsible power holder. Winter 
(1973:xviii) acknowledges the usefulness of power but adds a warning, 
Watyethat its exercise could lead toydestruction.~ “Power sis Jikexfire: 
teecanedomuseLul Ehnings<sitycan be fun to play with and watchs but at 
must be constantly guarded and trimmed back, lest it burn and destroy.” 
Winter does maintain, however, that power is neither the essence of 
‘nourishment' as Nietzche held nor 'poison' as Henry Adams believed. He 
proposes that power lies somewhere in between the two extremes. 

Kotter describes power as both fascinating and repulsing at the 
sameutime.. As Kotter (ibid: >) ewrites, 

Ambivalent attitudes toward power, together with the lack of 

useful information about power and management, breed both naive and 

cynical beliefs about what effective and successful managers do. 

These beliefs can be very costly in both career problems and 

organizational problems. 

Education can encourage and develop beliefs based upon knowledge 
and sound leadership theory, a process which could benefit both the 


individual conéerned, in terms of enlightenment and myth exposure, as 


welluacsthe organization, sin, termo.ok effectiveness. 
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Summary and Discussion 


There are many different, definitions of power to be found in the 
literature, but most appear to focus largely on one of three areas of 
power: behavioural response, the relational aspect of power or the 
eoneept |of wpower asa capacity. 

\ 

The power-relationship relies on the cooperation and interaction 
between both the power holder and the power assenter. The recognition 
must be made that change in temporal and spatial relations can also lead 
to important changes in the power relationship, such as the direction of 
the power. Certain conditions must be met before a power Pea ehonenie 
can develop, such as legitimation of the power by the power assenter. 
Others will be discussed at length in later chapters. 

The concept of power as a capacity has certain implications for 
organizations. A skill that can be learned and practised is a skill 
that can have an impact on organizational effectiveness. The 
fundamental similarities in all types of organizations lend themselves 
to one construct of power that is relevant to all organizations alike. 

Negative approaches to power can still be found in the literature. 
Informed approaches to power are what is needed for progressive research 
in this area. 

Defining power is a difficult task. To describe behaviour solely 
in terms of behavioural response is both simplistic and naive. 
Behavioural explanations do not take into account such important factors 


as motivation, internalization and other non-observable indicators, 


which are important in determining the possible effects of power. 
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Another criticism of the purely behavioural measure of power's 
implementation is that causality is extremely difficult to prove. The 
most that can be hoped for is.a high degree of correlation between what 
appears to be cause and effect. 

As many writers have claimed, the study of power in isolation is 
meaningless. The power process necessarily occurs in some social 
context and,. in order to understand the process, an understanding must 
be had of the context. The study of one to the exclusion of the other 
will not yield a comprehensive picture. Four factors related to the 
exercise of power are: the entities, the means or process, the ends and 
the social context. Although special attention is given to the social 
eConlexty in this eenas being the organization, the focus of this thesis 
is on the process. This approach may help to balance the scales a 
little as the bulk of literature appears to concentrate largely on the 
dramatic outcomes of the exercise of power rather than the other less 
obvious components. 

In many theories of power, the subordinate in the power situation 
LsSPportrayed ae a helpless underdog who is coerced and manipulated 
into submission. It is proposed here that there is a conscious decision 
made by the subordinate to assent to the power holder. This decision 
involves recognition or legitimation of the power base and acquiescence 
to the will of the power holder in exchange for some value whether it be 
the acquisition of a reward or the avoidance of a punishment. This idea 
is crucial to the social interaction and determines, to a large extent, 
the nature of that relationship. The concept of assenting to power is 


necessary for both entities in the power relationship to maintain a 


realistic perspective of the situation. 
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Although the concept of power as a capacity appears to contradict 
the relational aspect of the power relationship, the contradiction 
appears to be reconcilable. Metcalf and Urwicks's notion of power as a 
capacity can be interpreted in the following way: the exercise of power 
is a skill which can be carried out effectively or ineffectively, as any 
Skit. oreo, as any skill, it can be studied, improved and practised 
until it is done with precision. The capacity Metcalf and Urwick refer 
to, may be seen as the capacity to exercise power. That skill cannot be 
delegated but each manager must develop it for himself. Another power 
holder or even a subordinate can contribute to this development by 
providing Conditions favourable “to, the cultivation of this skill.) it 
is, however, ultimately an individual's own responsibility to become an 
effective power holder. 

The concept of the power assenter is also helpful in understanding 
the status of power because it suggests that both entities have some 
degree of control of the power and that if is mot an evil, 
uncontrollable force. Power can be seen as an inanimate social tool 
whose value ascription depends wholly upon the way in which it is used 
or misused. In essence, merit could be ascribed to the user since the 
user determines its use or misuse. In determining the nature of a power 
exchange, not only can the outcomes be examined but also the motives and 
intentions of the power holder. 

Whether one approaches power as a theoretical or ‘empirical 
problem'; as Clark in his book Pathos of Power maintains (his concept of 


pewer is evident in the title), or even as a pertinent issue instead 
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of a problem, all approaches yield some contribution to an understanding 
of power. Power has many faces but only one essence, substance, entity 
Ou facure, and (is common across all disciplines. “As Mills, (1973:9) 
maintains, “The forms of power vary, the fact of power remains a 


eonstant. 


CHAPTER IV 


THE DIMENSIONS OF POWER 


In this chapter ways of understanding power are examined - it is 
an analysis of power defined by its dimensions. Four aspects or 
attributes of power are presented as a way of ordering power. The bases 
of power are then discussed, followed by an analysis of the forms of 
power. 

The intention in this chapter is to familiarize the reader with the 
elements which define the extents or dimensions of power. The 
dimensions of power largely dictate the nature of the power 


relationship. 
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Attributes of Power 


In this section the attributes of power, as Wrong refers to them, 
or the aspects of power, as Kaplan calls them are outlined. They are 
characteristics’, properties or ipants of power. 

Kaplan (Kahn and Boulding, 1964:16) identifies four aspects or 

\ 
attributes of power: ; 
1.) Weight- how much influence A ‘has over B; 
2. Domain- range of persons influenced; 
3. Scope - range of stimuli and corresponding responses affected by 


the person exercising power; 


4. Bases - how A influences B [or how A is able to influence B]. 


In discussing the nature of effects produced by power, Wrong 
outlines three attributes of "power relations" which closely parallel 
Kaplan's aspects of power: the extensiveness of the power (similarsto 
Kaplan's 'domain'); the comprehensiveness (Kaplan's 'scope'); and the 
intensiveness of the power (Kaplan's ‘weight'). A power holder may or 
may not consciously order any one of these, but all the effects he 
produces will be ordered by all of these dimensions in varying degrees. 

A cursory glance over these attributes might yield a leaning toward 
the importance of extensiveness over the others. Wrong (Ibid:20) 
briefly discusses the naivete of this assumption. He maintains that 
there are three main reasons why greater extensiveness in a power 
relation limits comprehensiveness and intensity. First, because there 
is a wider span of control and therefore more subordinates to oversee, 


there is difficulty in supervising all the activities. Second, 
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the greater the number of subordinates, the more extended and 
differentiated the chain of cotmand necessary to control them. “Such 
situations could result in new nexes of subordinates whose power may be 
played off against each other and could become a source of opposition to 
the power holder. Third, the greater the number of subordinates, the 
Pvercermrie Chances Of Wite Varlatiom in their attitudes toward =the 
power holder. Since the power holder will not be able to wield power 
with equal comprehensiveness and intensity over every subordinate, it 
will be necessary to assess the amount and the kinds of power to 


exercise, in order to ensure compliance in each individual. 
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Bases of Power 


The source of power, which is the relationship between the 
power holder and the power assenter, is known as the base of power. 


In theory a relationship is usually described as grounded in only one 


base of power. In a real situation a number of power bases may exist 
\ 
concurrently. . ° 
Five bases of power are identified here as types of power: reward 


power, based on the mediation of rewards; coercive power, based on the 
mediation of punishments; legitimate power, based on the power holder's 
right; referent power based on identification with the power holder; and 
expert power, which is based on the power holder's knowledge or 
Sxpebivessieetb tS ainteresting sto.note that the strene th ofseach base 

of power is partly determined by the degree to which the power assenter 
perceives that power base to exist. This situation is particularly 
evident in the organizational setting where interaction is more 
structured. 

Jacobs (Ibid:224-225) outlines in greater detail French and Raven's 
taxonomy of power types and discusses the consequences of each. 

(1) Reward Power - "This dervies from the capacity of one person to 
provide desired outcomes to another in exchange for compliance with 
desired behavior.” 

The outcome of this power is the likeability of the administrator 
by the subordinate and the fact that less surveillance is required of 
the latter. This may be a costly type of power to use depending on the 
reward offered and it may result only in compliance rather than attitute 


change. 
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(2) Coercive Power - "In contrast to reward power, this consists oi the 
capacity to inflict negative outcomes on another person, and compliance 
is a means for avoiding or escaping these negative outcomes.” 

This type of power induces greater resistance, and therefore 
requires greater surveillance to ensure compliance. Attitude change 
cannot be expected with the use of coercive power. The subordinate may 
come to view the administrator in a hostile manner, and be motivated to 
end the relationship. Although use of coercive power in a power 
relationship, may enhance the user's self-esteem, it precludes the use 
of referent power in that relationship. Conformity may increase with 
degree of punishment, but the likeability of the punisher will erecta 
considerably. 

(3) Legitimate Power —- "Legitimate power results when the less powerful 
person believes that he ‘ought' to genni It rests on group norms and 
expected role behaviour, and in this way is restricted to a specific 
domain. 

Little surveillance is required with the use of legitimate power 
but the user must behave in accordance with his posicion to pe 
effective. The casual element introduced by socializing, for example, 
can undermine an administrator's legitimacy. The effectiveness of 
legitimate power is maintained through conduct consistent at all times 
Witu the OLlice. 

Although legitimate power is designated as a form of power by 


French and Raven, legitimate power is defined as authority in this 


thesis. 
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(4) Referent Power - "The basis for referent power is a sufficiently 
high attractiveness of the power figure so that the less powerful person 
identifies with him and wishes to please him by seeking to comply with 
his wishes.” 

This type of power does not require observation, and may, in fact, 
be in effect whether or not’ thé power holder is “aware “of vit; "i Se: 


\ 
the charismatic quality in the leader who "inspires" followers to 


> 


comply: Also, Pinternali gation tof tcémpliancetis likely *tosresult® ‘The 
user is again restricted to a limited domain and a distinct separation 
in status is required for effectiveness. The use of referent power is 
subject to the "sleeper effect", where power reduces over time because 
after the initial impressiveness of the power holder wears off, the 
attractiveness may also diminish. 

CoptstixperotPowert- “This ova Siunctton sot foherfessspowerfiul *personts 
judgement that the other person has knowledge or ability that exceeds 
his own in the area in question.” 

This type of power is likely to produce compliance without 
supervision "...in direct proportion to the strength of the belief that 
hes 10 fact an expert. For this type of power to be effective the 
subordinate must be motivated to attain the goals in that area of 
expertness. In this way, expert power is limited to that domain. 
Internalization of compliance is likely. 

A sixth type of power, not mentioned by French and Raven, is 
informational power. This exists where an individual has unique 


information regarding a certain incident.. Once the information is 


given, the power ceases to exist. 
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Informational power and expert power may appear very similar at 
first.) However, not vonly do they differ in terms of duration, the 
POrmetaicua ‘one-shot sdeal while the latter is an ongoing capacity, 
they also differ qualitatively. The type of information possessed by 
the informational power holder is gained by having been in the ‘right 
place at the right time'. What the expert power holder possesses, 
however, would not be labelled information but knowledge, generally 
understood to have been acquired through some effort or talent on his 
part. In addition to the element of duration there is a substantiative 
difference between these two power bases. 

Different types of power are used in different ways and at 
different times depending on many factors. Some of these factors 
include the entities involved in the power relationship, the situational 
Comtex, ene Costs, "ine Expected effects, the desired erfects, and the 


resources which the power holder has at his disposal. 
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The Forms of: Power 


A form of power denotes the way in which power is exerted and the 
method or procedure that is used to gain compliance. 

Weoug (i bid:25) explains that the 

classifications of the different forms of power...stress the 

differing motivators of the power subject in complying with the 

intention, whatever the motives underlying it, of the power 

holder. 
In other words, understanding forms of power is a prerequisite to 
understanding what causes X to comply or the reasons or motives X holds 
in complying. This understanding is useful for the administrator 
because knowing the 'why' facilitates in learning the 'how' in the 
exercise of power. 


Wrong (Ibid:26) differentiates between what he calls four distinct 


forms of power: force, manipulation, authority and persuasion. 


i Force 
Coercion emcompasses both the threat and the actual 
application of force. Power based on force is often called “naked 
power.” Here Wrong also makes reference to psychological force 
such as brainwashing or emotional pressure. 
Hannah Arendt (op cit) maintains that 
"Power and violence are opposites; where one rules 
absolutely, the other is absent. Violence appears where 


power is in jeopardy, but left to its own course it ends in 
power's disappearance’. 
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Rather than opposites, power and violence could be viewed 
as mutually exclusive. It would seem that if an individual has to 
resort to violence to ensure compliance then the exercise of power 
has become ineffectual. Wrong (Ibid:88) concurs, maintaining that 
"..eresort to violence is evidence to the failure of power ... 


force is the final recourse of the power holder." 


Manipulation 

According to Wrong (Ibid:28), “When the power holder 
conceals his intent from the power subject - that is, the intended 
effect he wishes to produce, he is attempting to manipulate the — 
latter." He cites propaganda from the media as an example of 
manipulation but one might question this case and argue that a 
consumer is cognizant that an advertiser is ultimately trying to 
sell him a product, a line or an idea. According to Wrong's 
definition of manipulation, it could also be used simultaneously in 


conjunction with another form of power. 


On the topic of the intentionality of power, Wrong (Ibid:4) 
maintains that “Power is identical with intended and effective 
influence.” Wrong (op cit) holds that power is intentional, 
deliberate and causal. He acknowledges that “Intentional efforts 
to influence others often produce unintended as well as intended > 


effects on their behaviour.” 
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Dahl and Lindblom (op cit) label such unintended influences as 
“spontaneous field control” and distinguish it from other forms of 
deliberate control. A distinction must be made between the 
intentional and unintentional effects of power. "...an adequate 
definition of power cannot ignore the difference between intended 


and unintended but foreseen effects.” Both kinds of effects result 


\ 
\ 
\ 


from the effectiveness of the power exerted, but responsibility is 
connected to motive and intention, as well as to the external 


outcomes. 
Authority 


Of all the kinds of influence, authority is probably the 
most widely known. Many people are familiar with it because they 
experLvences@iG directly” onvardaily basis, im the organizations: for 


which they work. 


Wrong (Ibid:35) defines authority simply as "...successful 
ordering or forbidding.” Herbert A. Simon (Hoy and Miskel, 
1978:49) elaborates, introducing two criteria of authority which 
are crucial to the examination of power relationships based on this 
form of power: voluntary compliance to legitimate commands and the 
suspension of one's own criteria for making decisions in compliance 
with an organizational command. Hall (198273133) also mentions »that 


authority requires a suspension of the power assenter's judgement. 
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He adds that "Directives or orders are followed because it is 
believed that they ought to be followed. Compliance is voluntary.” 
Blau and Scott add another criterion of authority - the requirement 
for a common system of norms among the organizational members, 


which is a way of legitimizing the power relationship. 


It must be noted again that although Wrong considers 
authority to be a form of power, this thesis contends that power 
and authority are qualitatively different and that authority is not 


considered a form of power but a separate entity altogether. 


Persuasion 


The art of persuasion is convincing another person of 
something which they would not otherwise have been convinced. 
Wrong describes successful persuasion as the presenting of 
arguments, appeals or, exhortations, to Bj sand. B,, after. independently 
evaluating their content in light of his own values and goals, 
accepts the communication as the basis of his own behaviour. 
Persuasion is often not observed as a form of power at all. 
Wrong (Ibid:32) points out that “Formally, it lacks the asymmetry 
of power relations." It resembles the reciprocity which is, as 
Wrong (op cit) observes, "...the essential feature of communicative 


interaction in its generic form.” Arendt (op eit) .states,a similar 
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case: "“'Where arguments are used, authority is left in abeyance. 
Against the egalitarian order of persuasion stands the 


authoritarian order which is always hierarchial'.” 


This distinction has important implications in an 
eee setting. "Theoretically, an administrator's 
authority should suffice in eliciting a desired response in the 
subordinate, which is the authoritarian order, as Wrong has pointed 
out. Internalization is also desirable however, and authority may 
not be the approporiate form of influence to elicit that particular 
response. Persuasion might be necessary in this situation and in 


this way, authority and persuasion can work together, one eliciting 


the external behaviour and the other, the internal acquiescence. 


Although authority and persuasion can augment each other 
one can also detract from the oLrher. Ir an administrator, POT 
example, used persuasion in a situation where the exercise of 
authority would suffice, the subordinate might question this use of 
persuasion and the reasons for the administrator having deemed it 
it necessary and may conclude that the administrator did not feel 
that his authority was sufficient in that situation. The 
subordinate may adopt the same idea, and come to expect persuasion 
in future communications related to similar circumstances. Over 
time, this persuasion would have the tendency to erode the 


administrator's base of authority. 
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Inducement is Similar to persuasion in that there is some 
degree of convincing involved, except that it is abetted by 
external rewards. A possible problem arising in offering definite 
rewards in exchange for compliance, warns Anthony Giddens (1977), 
is that the chance always exists that the withholding of a reward 


may come to be seen as punishment and therefore as coercion. 


Wrong? (lbide9/-98)) poinis outs that! thes significances of 
persuasion as a form of influence, grows with the growing 
complexity of society. Bass (1960:221) distinguishes between 
persuasion, which he says is ability, and coercion, which he calls 
power. "Both power and ability, both persuasive and coercive 
leadership, belong in the overall study of the way we interact and 


imiiuence each Ofner.. 


Although one could question Bass's dichotomy between 
Pies and 'power', power encompassing both notions of ability 
or persuasion, and coercion; he makes the important distinction 
between persuasion and coercion; as techniques of leadership. 
Wrong’ (lbid:88)° claims’ that rone can rapidlyeagree with Be V. 


Walter's conclusion that "'The most useful concept of power would 
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not exclude from its domain either persuasion or coercion, nor 


would it consider either authority or violence to be more essential 


Oe WIewMETES’ ~ 


The effective administrator does not ignore or neglect 


-.-the interaction and mutual influence between legitimacy 
\ 


\ 
[authority] and coercion [power] in stable power relations,” claims 


Wrong (Ibid:89). Both exist side by side in an organization and 
can benefit each other, by working together. An administrator is 
seen as an individual as well as a position figure and therefore, 


exercises power and authority simulataneously. 


Polanyi (1958) argues the extreme case for the fear 
relationship. He maintains that power does not require voluntary 
support to be exercised. Fear of punishment is sufficient to 
maintain control. in a large veroup, if%a member believes that ail 
the others will obey the commands and even punish his disobedience, 
he will be more likely to comply. An atmosphere of mistrust would 
be created among the members so that none would feel free to 
express negative feelings about the group leader. As the size of 
the group increases, argues Polanyi, so would the stability of such 
naked power. In this respect, control over large groups is easier 


than over small ones. 
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Wrong (Ibid:71) points out that, in the exercise of power, 


++-a Stable power relation of some comprehensiveness and 
intensity is rarely based on a single form of power. 
[Rather, it is] ...to the advantage of the power holder to 
extend and diversify the forms of power he exercises over a 
given power subject. 


The administrator could then control a wider range of the 
subordinate's activities. Also, when one form of power may not be 


effective, another form might. 


it is ome thing to @xamine the forms of power in theory,: 
each distinct from the other, and quite another thing to examine 
them in the light that situational factors would cast. Although 
"pure' examples of the forms of ene can be found in the real 
world, they hardly represent the majority of cases. More often 
power relations are mixtures because forms of power are dependent 
upon motivation and human motivation can vary quite widely. 
Kaplan (Kahn and Boulding, 1964:16) summaries: 

... when we have specified what scope this power has, on 

what base it rests, over what domain and with what weight 


‘it is exercised - then we can say that we have described a 
distinctive forms of power. 
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Summary and Discussion 


Four attributes or aspects of power were examined in this chapter: 
weight, domain, scope and base of power. Six bases of power were 
identified, the first five of them taken from French and Raven's 
(Cartwright, 1965) taxonomy of power types: reward power, coercive 
power, eee power (which is defined as authority rather than a 
power type in this thesis), referent power and expert power. A sixth 
form of power was identified as informational power. Finally, four 
forms of power in the literature were found to be force, manipulation, 


authority (again, not considered a form of power by its definition in 


this thesis) and persuasion. 


Many authors have considered the inspiration of love or fear ina 
power assenter by a power holder. Both Machiaveli and Etzioni contend 
that it is best to be both loved and feared as a leader but if only one 
can be had, then love, suggests Machiavelli (Hersey and Blanchard, 
1972:92) "...tends to be volatile, short run and easily terminated when 
fieresis no tear of retaliation-= 9A relationship based on fear, 
however, tends to last longer because sanctions help to hold it in 


place. 


In concluding that given a choice of love or fear, it is more 
desirable for an administrator to elicit the latter in his followers, 
Machiavelli (op cit) adds this warning: "One should be careful that 


fear does not lead to hatred. For [sic] hatred often evokes overt 


behaviour in terms of retaliation, undermining and attempts to 
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overthrow.” Should this occur, the stability in Polanyi's large groups 
would quickly turn to instability and the larger the group the more 


serious the opposition. 


Polanyi, like Machiavelli, asserts that fear can take the place of 
voluntary support in the exercise of power. The type of compliance 
desired must be a consideration. The kinds of compliance elicited by 
fear and by voluntary support are qualitatively different. While fear 
may inspire external, behavioural change, voluntary support tends to 
inspire internalization often in addition to behavioural compliance. 
Internalization is viewed as attractive by administrators because it 
lasts a relatively long time, requires no surveillance and can be 


Catered s OVieG el MitO Otnen ISituat LoOmls. 


Both love and fear are based, in part, upon emotion. Respect is a 
perception that is more rationally or cognitively based. It is an 
impression held by one person of another more because of rational or 
logical reasons than whim. Respect takes time to develop and is 
therefore more steadfast and lasting than an emotional reaction. 
Respect is both personally and positionally based, has less chance of 
turning to hatred than does fear, and inspires deference instead of 
hidden aversion. 

An administrator would be wise to expend his energy and effort 
cultivating the ee of others, stather than their love or fear or 
him. Having the respect of organizational members reflects 
significantly Ou an administrator's character in the eyes of others. 
The respect of others can do much to imcrease and secure an 


administrator's base of power in the organization. 
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CHAPTER V 


POWER AND THE INDIVIDUAL 


As mentioned earlier, the exercise of power may be viewed with 


Respeceseto four factars:)  thesentities, thetprocessy thetoutcomes and 


\ 
\ 


the social context. Im this chapter the power holder is examined with 
regard to his personal reference to power. The impulse to power is 
discussed followed by an examination of the concept of the power 
motive. Finally, the effects of the value theories held by a power 
holder, on subsequent power patterns exhibited, are considered. 

imetne organi zgationalesetting eit is tdifficult to 'determine: an 
administrater's personal reference to power. An understanding of an 
administrator's impulse to power, motive and value pattern can, however, 
lead to a clearer understanding of power as it is demonstrated in 


organizations. 
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The Impulse to Power 


Through the process of socialization the average child becomes 
aware of power as a social phenomenon. According to Wrong (Ibid:3) 
"Submission to power is ... the earliest and most formative experience 


' 


stig Inigin@tay 2alren As a child matures and continues to observe and 


‘S 


experience both sides of the power relationship, he realizes that an 
integral feature in the definition of North American society is this 
ongoing, ever-present interaction. 

Early experience of power and responses elicited can influence the 
leadership style and subsequent power bases that an individual will 
adopt later in iite. Follewing from this, it is useful to examine why a 
power holder establishes power. 

The first question one might ask here is, 'Who become the power 
holders?'. Russell (1938:14) proposes that, "Those who most desire 
power are, broadly speaking, those most likely to acquire it.” Here, 
Russell introduces the approach of actively seeking power. Furthermore, 
it is the knowledgeable, aware, expectant leader, the one familiar with 
power, who knows what to look for and when to look for it and how to 
acquire it. 

The power seeking individual often has help in his quest. Russell 
(op cit) makes an interesting observation: power-loving, he suggests, 
",..is disguised, among the more timid, as an impulse of submission 
to leadership, which increases the scope of the power impulses of bold 


men." Followers by virtue of the fact that they choose to follow, 


encourage leaders to become leaders. 
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Phe mnext question that might be asked is 'What inspires a leader to 
lead?'. One reason cited is that an individual wants to make changes 
and one way to effect change is to be in a position of leadership. 
Russell maintains that the desire to produce change is the chief motive 
inspiring this love of power. 

In Ene organization, allege Kahn and Boulding (1964:69), "...power 
always implicates purpose. Power is motivated; it springs from goals 
and in turn helps to redefine or ‘shape organizational goals.” 

Metcalf and Urwick (Ibid:97) introduce another aspect of the 
impulse to power. 

There are jurists who talk of a 'natural urge' to power, who tell 

us that the wish to keep a balance of power is such an urge. They 

say, for instance, “that ewhen you feelreratitude, rit cis the ‘urge’ 
to regain an equilibrium which has been destroyed by the favour you 
have had conferred upon you. 

In other words, if someone does individual X a favour he may feel 
that he has lost some power because he owes that person something. In 
returning the favour, X restores the balance of power between himself 
and the other person and is comfortable in that knowledge. An exchange 
of favours may never again be transacted but X is secure in the 


knowledge that he has the resources to draw upon should such a 
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The Power Motive 


An important element in understanding the impulse to power is 
understanding the power motive. Winter (1973:17) defines the power 


motive as "...a disposition to strive for certain kinds of goals, or to 
be affected by certain kinds of incentives.” 

The reasons why people seek power are many and varied, but 
generally there are two motives associated with power. First, the 
intrinsic value of power can be the primary motivation - the desire to 
have power for power's sake alone, or for the glory or recognition 
associated with it. Second, the instrumental value of power may be the 
chief motivation - the desire to have power in order to use it for some 
effect. Thus, power is seen by some as a means to achieving an end and 
by others as an end in itself. A similarity can be drawn between power 
and money. While some people view power as an instrument for acquiring 
something, others desire it for its own sake, possibly for the prestige 
it brings. 

The bower Heider who acquires power for its instrumental value 
may utilize that power in numerous ways, including in the acquisition of 
more power. While some power holders seek to utilize and expand their 
power base, others may utilize only a part of the potential power which 


they nave access to. For this reason Winter CLbid= 16). draws =the 


distinction between "...the scope of potential power, which is often, 
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though not always, set by the situation, and the inclination to expand 
and use that power, which may be more closely related to individual 
motives.” 

A special case of the evidence of instrumental power is 'the power 
behind the throne'. These power holders occupy no positions of titular 
aoe ene and, therefore, experience no glory classically associated 
with position. ~ Theirs is strictly an anonymous instrumental exercise of 
power. 

Hall views power as an act - something that is used or exercised. 
According to Hall (Ibid:131), “Power is meaningless unless it is 
exercised.” The potentiality or latency of power plays an interesting 
role in the power structure of the individual who desires power merely 
for its own sake. Because, for that power holder, the value lies in the 
power held and not in the use of that power, power may be seen as 
potential or latent because it is not utilized. Mention might be made 
here of an assertion made by Wrong, discussed earlier in the thesis, 
that latent or potential power is just as potent as manifest or actual 
power. Wrong (Ibid:7) explains that both cases of latent and manifest 
power seem to "...indicate essential attributes of all power 
telationenips. in this sense Robert’ Bilerstedt is entirely correct, in 
maintaining that 'it may seem redundant to say so, but power is always 
Daveniial. 

The knowledge of holding or having access to power can be 
sufficient to satisfy the power holder. Power, as an end in itself, can 
give one a sense of security in knowing the kinds of reactions that one 


could produce in others. By way of explanation, Metcalf and Urwick 


(1965:96) suggest that "...there is a universal tendency to produce 
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reactions jiniothers<* |‘ sPowar enables GuéseeG- Glieit “reactions mothers. 
These responses may be either submissive or inspired reactions. 

Loyalty; sforsexample, cits often directed to where the power lies simply 
because the power lies there. Loyalty can encourage feelings of 
security that may lead to innovative and inspired methods of engaging in 
the exercise of power. 

The recognition of the dispositional in addition to the episodic 
nature of power then, appears to be of some import. Bierstedt (Wrong, 
Ibid:21) supports this notion in his assertion, "'Power is the ability 
to employ force, not its actual employment, the ability to apply 
Sanctions, 1100 heir actual application”. “In Light of this idea, Wrong 


(Ibid:22) defines power as "...the capacity to produce intended effects, 


Hh 


regardless of the physical or psychological facts on which the capacity 
rests." Thus, the capacity or potentiality is stressed rather than the 
actual production of effects. 

There appears to be another feature of acquiring power without 
using it. Recognition of even potential power by the power assenter can 
expand the powér holder's scope of power. The individual accepts that 
the power holder could actualize that potential in a time of need, to 
achieve some goal; and, that knowledge alone may be sufficient to do so. 

Brown (Winter, Ibid:125) suegests that The victor is ordinarily 
the animal who puts on the more intimidating show." That is to say, 
that although "...actual power may be thought of as direct force or 


energy, most often power exists as a potential force that is only rarely 


"used." The observation and memory of the display of an exercise of 
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power can be intimidating enough to substitute for the actual use of 
direct force. Therefore, “...cognitive processes such as symbolic 


representation and memory are the basis of potential power.” 
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Value Theories and Power Patterns 


ineaeddi tion to motivation as a determinant in power behaviour the 
value orientation held by an individual may also have an impact upon the 
way in which power is exercised. Kaplan (Kahn and Boulding, 1964:21) 
outlines three kinds of value theory and the type of power associated 
with each. 
(1) The Subjectivist Approach: 

The values of the subjectivist are grounded in purely 
personal orientations. Therefore, he tends to personalize the 
power relationship. He tries to convince others to accept his 
values and, in that way, get others to do something that he thinks 
they will like too. Charismatic power is relied upon here. 

(2) =the Absolutiste Approach: 

The values of the absolutist are grounded in purely 
impersonal systems. He is logical and rational and decisions are 
based not on the "what I want" but on the “what I should” concept. 
The power’ used here is coercive - he does not sell himself as the 
subjectivist does but sells his ideology hoping that others will 
deduce similar values from it. 

(3) The Relativist Approach: 

The values of the relativist are objective but grounded in 
the situation. His approach is contextual and varies from case to 
case. His base of power is expertness. As Kaplan (op cit) describes, 

For the absolutist, it is simple: you must abandon your 

values and accept his, because his are right and yours are 


just dead wrong. For the subjectivist, the resolution of 
value conflict is quite different. It is a matter of 
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horse-trading and back-scratching, since you are entitled to your 
values just as much as he is entitled to his ( which is to say that 
neither of you really has any title at all). 

As in the case of the power motive, discovering the administrator's 


value orientation can lead to a clearer understanding of the power 


patterns an administrator will tend to exercise in the organization. 
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Summary and Discussion 


In examining the impulse to power, it was noted that the 
acquisition of power is more often than not accompanied by a deliberate 
effort to do so. Many authors hold that the main Lispiration. in 
acquiring power is to affect some changes or results. Thererore. 
although both instrumental and intrinsic values of power act as motives 
in acquiring power, the instrumental value of power was viewed as the 
most common motivator. 

the potentiality of power is a possible catalyst in bringing about 
behaviour change, in that the knowledge of potential power can be 
Sut ticientyin eliciting compliance without actually requiring the 
employment of power. 

Kaplan's value theories were outlined and presented as having an 
impact on power patterns exhibited. Many factors determine the way in 
which an administrator will exercise power. The value theory held and 
the individual's power motive are two of those factors. 

In the organization, determining the power motive as an 
instrumental one, may only be discovering half of the picture. The 
other half becomes clear when it is determined whether the administrator 
intends to address his own personal goals or the organizational goals 
(which may or may not be similar or even condusive to each other), in 
exercising power. The intentionality of power is examined in a later 


chapter. 
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CHAPTER VI 


THE NATURE OF POWER BEHAVIOUR 


In the preceding chapter, the power motive and value theory were 
identified as two factors influencing the way in which an administrator 
\ 
exercises power. Perception can also play a very important role in 
determining the nature of power behaviour, both perceptions of self and 
perceptions of others. Seven perceptual situations are briefly examined 
in this chapter, and the way in which they relate to power behaviour. 


The first five of these are presented in Cartwright's book, Studies in 


social Power, and are the results of studies undertaken by various 
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authors. The first deals with the amount of power one percei 
to hold, the second with the notion of threat, the third with peer group 
influences, the fourth study with the concept of social adjustment, and 
the fifth with group perceptions. 

Two additional perceptual situations are examined; these are the 
legitimation of power by the group relevant to the power holder, and a 
concept described by Kotter as “job-related dependence.” 

It should be noted here that this chapter is in no way intended to 
represent the findings of studies undertaken of power in the entire area 
of social-psychology. In this thesis the interest is in power in 


organizations as it concerns administrators. An organization is a 
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social entity and is defined, to a large extent, by many social- 
psychological characteristics. In view of this assertion, the intention 
im thisschapter is to recognize and reflect the social-psychological 


component of power behaviour in organizations. 
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Studies in Social Power 


Perceived Power 


According to Zander, Cohen and Stotland (Cartwright, 1965:17) 


power is a function of “perceived relative power" which they define as 


\ 
the amount which an individual (P) believes he can successfully 


influence another individual (0) minus the amount he believes 0 can 
influence him. The basic asumption is that a 
-..-person's power relations with members of another group will have 
important consequences for the perceptions and behaviours he 
directs toward them, primarily because the amount of power he 
possesses helps to determine the degree of security he feels when 
interacting with them. We define security as that state of the 
individual in which he believes that his professional needs and 
other more personal needs which are linked to them can or will be 
Satistied in a given relationship with others. 
What Zander et al are proposing is that the more power a person 
perceives that he has, the more secure he will feel in his interactions 
With others. An administrator Who is aware of “this is better equipped 


to assess his power relationships with others and, from that point, 


improve his power skills. 
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Threat 


According to Cohen, self-esteem and situation structure are two 
conditions that are important in determining the degree of threat a 
person feels when relating to a person of high power (or higher power). 
Cohen (Ibid:38) defines self-esteem as "...the evaluation that a person 
places on whatever aspects of his self are relevant to him at a given 
time. It is dependent upon his success and failure in the past.” 
SEEUCtULCH OTe tncesituationedsedefined (op cit) as. the ”...deeree of 
clarity of the paths to goals,” and "degree of consistency of the power 
figure's behaviour." “We may define power, for our purposes, as the 
ability of one party of a relationship to determine whether or not the 
other party is carried toward his goals or away from them, over and 
above the second party's own efforts.” 

Cohen's research findings indicate that the lower the self-esteem 
of the power assenter, accompanied by unclear goals and perceived incon- 
sistency in power behaviour, then the higher the degree of threat that 
will be experiénced by the individual. Cohen (Ibid:36) defines threat 
as So eee state of the individual in which he feels inadequate to deal 
with a given situation and to satisfy his needs.” 

The feeling of threat may cause a power assenter to either turn 
against the power holder or withdraw from a relationship completely and 
seek another means of securing the support that is needed. Any of these 
reactions could hinder the administrator in undertaking his 
organizational responsibilities. Recognizing the signs and the factors 
which could create feelings of threat in subordinates can be a useful 
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management tool in maintaining a power relationship erirectiy 


undertaking of organizational goals. 
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Peer Group Influences 


stotland=(ibid:54) defines power as "...the authority that one 
person has to prevent another from reaching his goal." Although 
some exception is taken to the use of the word “authority” in a 
a) of power since the two concepts are qualitatively different, 


\ 
it’ can’ nevertheless: be ‘seen. that Stotland isiadoptine,a punitive rather 


ng 
than supportive concept of power. It could even be viewed as a 
threatening conception of power. 

Stotland proposes that with the influence of strong peer support, 
an individual sometimes tends to attribute this type of power to the 
power holder. ‘The greater the support of peer groups, the more members 
will pursue a goal despite obstructiveness of the power figure and the 
more they will undermine the power figure's power. Stotland (Ibid:66) 
maintains that “Supportive peer groups serve to heighten persistence 
toward one's own goals and aggressiveness in the place of a threatening 
power.” 

Without! peer support, maintains Stotland (1bid:6/), an individual 


sees the "...power figure much more as a person” and is “more positive 
in [his] private evaluation of the supervisor's behaviour, attributing 
more cooperativeness and reasonableness to him.” An administrator might 
consider the "divide and conquer" approach to “them against us” ways of 


thinking as a tactic in maintaining effective power relationships with 


groups of subordinates. 
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67 
Social Adjustment 


Rosen (Ibid:80) contends that a person, who is maladjusted in his 
interpersonal skills (has failed to develop adequate perceptual and 
behavioural skills for dealing with others; deficient in his ability to 
perceive his relations with others and behaviour appropriately with 
resardet Op ithem) ihesvarraduced icapacity dors inmfluencing: others. , Ieiwhe 
achievement of goals, this reduced capacity is a major liability, and 
means a considerable reduction in power. 

Results of experiments reported by Rosen (Ibid:80) indicate that 
individuals who are 

..-better adjusted in previous social environments are more likely, 

in fanewleroups cOmtexis, Lossperceivel acourately theirs own relative 

power, to perceive accurately the power positions of others, to 
agree with each other about who holds what position of power in the 
group, to achieve greater success in influencing other group 
members, and to be perceived by other group members as having 
greater power. 

The implications regarding administrators in organizations appear 
to be for the recruitment and selection personnel. In accepting Rosen's 


findings, social adjustment, according to Rosen's description, could be 


adopted as one criterion in the selection of administrators. 
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68 
Group Perceptions 


Levinger (Ibid:83) defines social power as the ability (and 
potentiality) to exert interpersonal influence. Levinger (Ibid:84) 
describes group pérceptions in a new group in the following way: 

In a newly formed group of relative strangers the prospective 

member has no rank or status...he brings with him merely his 

individual properties such as his personal characteristics; his 
knowledge, information and skills; his material possessions; and 
his social-emotional capacities. These properties may become 
resources which he can use in his dealings with others. 

Levinger defines resource as a property relevant to a group's 
goalward locomotion. The more a member is perceived as controlling 
group-relevant resources, the more power he is perceived to possess. 
Por the administrator in the organization the implications are evident. 
To be perceived as a power holder by his subordinates, an administrator 


must either gain/access to organizational resources or appear to have 


such access. 
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Legitimation of Power 


The need for legitimation is introduced as a criterion in the 
effectiveness of the power relationship. Wrong (1979:103) points out 
that power holders also want to believe that their exercise of power is 


grounded in some morality. 


The powerful are —- usually, at least - neither psychopaths nor 
ruthless egoists: they have been socialized, they have super- 
egos. They experience, accordingly, a need to believe that the 
power they possess is morally justified, that they are servants of 
a larger collective goal or system of values surpassing mere 
determination to perpetuate themselves in power, that their 
exercise of power is not inescapably at odds with hallowed 
standards of morality. 


" 


According to Wrong, Gaetano Mosca (Ibid:104) "...attributes to both 
rulers and ruled the need to believe that they act - whether in 
commanding or in obeying - on the basis of a moral principle.” People 
are not content to accept power as an arbitrary whim, whether they be 
power holders or power assenters. Power must be grounded in some 
morality to be considered legitimate. Kaplan (Kahn and Boulding, 
1964:51) submits that coercive power, when perceived as legitimate, will 
arouse much less resistance than when it is not perceived as legitimate. 
Further on the subject cf legitimation, attraction to the 
supervisor is considered to be an important source of influence. 
Kaplan (op ne reports that 
...the use of coercive power affects attraction adversely. The use of 
legitimate power also. affects attraction, each in its own way. 


Furthermore, every experiment yet performed on these matters shows that 
attraction to other people is an important source of influence. 
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For the administrator in the organization, this means that 
legitimation of power is important both to himself and to subordinates 


and could make a difference to administrative effectiveness. 
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Job-Related Dependence 


Kotter's concept of power rests on the. idea of the dependence that 
a manager has upon the other various elements in the organization. He 
refers to this concept as job-related dependence. Kotter (1979:53) 
proposes that “The greater the amount of job-related dependence, the 
more time and energy the manager tends to put into power-oriented 
behaviour in order to cope with that dependence.” 

Kotter (Ibid:5/) maintains’ that 

Furthermore, the type of power-oriented behaviour seems to vary 

Systematically with job-related dependence...Specifically, as 

job-related dependence increases, the relative frequency with which 


managers engage in the more 'negative' and riskier forms of 
power-oriented behaviour tends to increase as well. 


An example of this form of power might be coercion. Figure l 
(Ibid:65) demonstrates the variation in job-related dependence 
relative to job factors and organizational contextual factors. 
With respect to job-related dependence, Kotter (Ibid:66) suggests 
that, in addition to the job and the organizational context, 
~esd mumber of other factors arenaiso relevant, such jas the 
manager's style, the type of people upon whom the manager is 
dependent, the kind of resources available in the organization, and 
the climate or tone set by top management. 
It is possible that job-related dependence could become a source of 


frustration for the manager. The management of resources is a key 


factor in organizational effectiveness and a degree of control is 
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The more environmental depen- 


dencies 

The more ambitious its goals 
The scarcer its resources 
The more complex and sophis- 
ticated its technology 

The more consolidated it is 
geographically 

The more diffused the formal 
authority 

The less measurement systems 
clearly measure individual 
performance 

The less the reward system 
rewards individual perform- 
ance 
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necessary in resource management, ‘be the resources human or material. 
The inevitablity of having to rely on others in the organization 
decreases a manager's degree of control and can lead to frustration. 

An administrator must recognize this function as inherent in the 
management role, and be able to control the frustration that may result 


from job-related dependence. 
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Summary and Discussion 


The nature of power behaviour has been examined in the light of 
seven perceptual contingencies. 

The amount of power an administrator perceives himself as having, 
will in part determine the level of security he experiences in 

\ 
orgauiacationaltinteraction. )The level of social adjustment, as defined 
by Rosen, in addition to the way in which he copes with “job-related 
dependence”, will also influence an administrator's power behaviour. 

The perceptions of subordinates will also have some influence on 
the power behaviour of the administrator. The level of threat 
experienced by the power assenter in the power relationship can be 
controlled, to some extent, by the consistency in the power figure's 
behaviour. 

Peer group influences may in turn threaten the control of the power 
holder if that control is viewed as a punitive measure or a negative 
influence on the power assenter's goals. 

Inga new ¢roup context, the administrator is obliged to prove 
himself as power holder. Knowing that the group will perceive him as 
a power holder if he has control over relevant resources, can aid the 
administrator in expanding his power base. 

Finally, the way in which both the power holder and the power 
assenters legitimize the power holder's power, will influence the nature 
of the power behaviour exhibited by the holder. For an administrator to 
effectively exercise power, both entities in the relationship have a 


need to feel that the power is grounded in some morality, acceptable to 


both parties. 
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Perceptions play a more important role in the nature of power 
behaviour than is often realized. This may be partly due to the fact 
that perceptions are not external, measurable behaviours and, therefore, 
are not as obvious as other factors influencing behaviour. The 
administrator who is aware of the subtleties of perceptual influences 


has one more tool at his disposal in determining the nature of power 


behaviour in the organization. 
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CHAPTER VII 


POWER AND ORGANIZATIONS 


Dhe concentration of thistithesiss is dni thel areatoft power: as it 
relates to administrators in organizations. To study social man in 
Jeo herons be mearfingless. Any individual in North American 
society may be a member of one or more organizations at any given time. 
Therefore, in order to understand human behaviour one must have an 
understanding of organizations. 

In this chapter the concept of the organization is examined with 
regpect to “its “impact ‘onindividuals. Im additiem, thhe shaping of 
organizations by their members is also discussed. Both personal and 
position power are reviewed, followed by a brief examination of 
different organizational power patterns. Finally, the power holder is 


discussed in addition to the administrative responsibility that defines 


his role in the organization. 
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The Concept of Organization 


AcCordinzetotHald (Ibid:127) "..-processes are the dynamics of 
organizations” and contribute to organizational effectiveness. He (op 
Cltjeattirms that ~...each process is 2 critial component for 
understanding organizations." One of these processes is power. It is 
imethies context that 4 "study of organizations is’ crucial to an 
understanding of power. 

Cartwright describes the link between power and organizations 
claiming that there is a need for power to be defined so as to have 
“unambiguous logical relations" to other concepts in both theories of 
organizations and of human behaviour. He stresses that, only in this 
way, can the two kinds of theories be linked together unambiguously. 

Dornbusch and™Scott (1975:30) define organization 4s ~...a network 
of social relations which orients and regulates the behaviours of a 
limited set of individuals in the pursuit of relatively specific goals.” 


Cartwright (March, 1965:1) defines it as “...4n arrangement of 


interdependent‘ parts each having a special function with respect to the 
whole.” 

Other authorities consider an organization to be greater than the 
sum of the parts identified by Cartwright. An organization is seen by 
some as an organism with a life of its own - a tendency to growth and 
decay. The organizational wheel continues to turn sometimes in spite 
of, rather than because of the people in it. It gathers momentum as it 


goes and often seems to set the pace for its keepers rather than the 


other way around. 
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Bertrand Russell (1938:83) maintains. that 

Organizations that have a long career of power pass as a rule, 
through three phases: first, that of fanatical but not traditional 
belief, leading to conquest; then, that of general acquiescence in 
the new power, which rapidly becomes, Eraditional: and finally, that 
in which power, being now used against those who reject tradition, 
has again become naked. 


Russell identifies "naked power” as that power “...likened unto a 
butcher over a sheep.” 

Russell ets eit) further distinguishes between traditional and 
newly acquired or "naked" power by describing traditional power as 
TOLlowc it shas the Torce of Nabit. on its slice. st does not have co 
continually justify itself; it is almost invariably associated with some 
religious belief such as the notion of resistance being wicked; and 
Pech vewit can bely son public opinion. 

Where there is a change of power structure an individual may also 
go through similar stages of development. The socialization process, 
through which all societal members must pass, is a life-long process 
beginning at pbirth. Organizations play jan important role in this 
DEocece, different organizations becoming more, prevalent at ditterenr 
stages in human development. 

According to Bertrand Russell (Ibid:204), 

Organizations, both public and private, affect an individual in two 

ways. There are those that are designed to facilitate the 

realization of his own wishes or of what are considered to be his 
interests [which may not be the same]; and there are those intended 


to prevent him from thwarting the legitimate interests of others. 
The cistinction is not cléear=cut. 
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Here Russell (op cit) quotes the example of the police who "...exist to 
further the interests of honest men, as well as to thwart burglars,” 
although their impact on the lives of the latter is much more emphatic 
than their impact on the lives of the former. 

The organizational setting ideally results in a predictable flow 
of organizational behaviour. Katz and Kahn (1966:199) describe this as 
TenesrecwGeLon Of human Varlapility. AS Cartwrient (Maren, 19651) 
POLnES OUL, 

The regularity of behaviour and coordinaton of activities are 

remarkable in view of the heterogeneity of the organization's human 

elements. Participants vary greatly in ability, training, 
knowledge, cultural background and needs. 

Problems can often arise when an organizational member acts too 
much like an individual and not enough like an integrated member of the 
whole. Since predictability and efficiency are important in the 
organization, and uniformity and consistency of behaviour ensure these 
organizational characteristics, an individual is not always encouraged 
to, express Nis creativity or individuality,. specificaliy in terms of 
Cul ouewns inal | (P9827) polite our, 

...there are limits to the variation possible in organizational 

characteristics, given the constraints of size, the technology 

employed, the market conditions, and other environmental factors. 


Organizations cannot change simply to be more pleasant places in 
which to work. 
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Personal and Position Power 


Cartwright Ibid:4)epoints out thatiearly’ theories of 
organizational control "...generally assumed that organizational control 
is, or should be, exercised by authority vested in designated 


positions.” As early as 1938 Barnard made the distinction between 


\ 
“authority of position’ and “authority of leadership,” acknowledging 


that personal ability also carries with it some influence. In 1960 Bass 
called these concepts “position power" and “personal power.” 


Etzioni discusses the difference between “position power" and 
"personal power." Position power, which is defined in this thesis as 
“legitimized authority,” and is identified by French and Raven as 
“legitimate power,’ is derived from an organizational office, while 
“personal power" is described by Etzioni as personal influence. Etzioni 
(Hersey and Blanchard, 1972:92) postulates that the best position for a 
leader to be in, is one where he has both personal and position power. 

Dornbusch discusses formal and informal power systems, maintaining 
that the former are more stable than the latter because formal power is 
attached to relationships between positions and persists despite the 
particular occupant. Informal power systems, on the other hand, are 
attached to relationships between participants and change with the 

Padi i duals. Also, formal power is strengthened by the use of formal, 
organizational sanctions whereas informal power is not. 

Dornbusch (1975:57) similarly points out that authority or position 


power "is subject to normative constraints" while personal power is 


not. He also distinguishes between authorized and endorsed power. 
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Authorized power, Dornbusch maintains, is legitimized from above as is 
position power, while endorsed Danee is legitimized by the followers and 
can bepeaiiledt personal powers SOnetoty thebasicrtenets@orethemconcept of 
power is that it is recognized by the followers. Therefore unless power 
is legitimized from below it is not power at all. Amd as Cartwright 
(1965:5) maintains, “The authority of a position must be sanctioned by 


others if it is to possess power.” 
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Efficiency and effectiveness are important in organizations, and it is 
organizational behaviour that largely determines these concerns. Control 
over that behaviour might be seen as more necessary than in other areas 
of society. The organizational mandate of predictability fosters a more 
structured approach to sanctions regarding behaviour. 


Russell (Ibid:37-38) concludes by stressing the imperativeness of 


legitimation. Although "...the ultimate power of the law is the 
coercive power of the state ...the law is almost powerless when it is 
not supported by public sentiment.” One of the key elements of power in 


organizations is the legitimation of power by the organizational members 


regardless of the type of power which is exercised. 
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Administrative Responsibility 


The way in which administrative responsibility is recognized and 
executed is important in the evaluation of effectiveness. Shartle 
(1956:132) maintains that "In terms of leadership performance, 


effectiveness is judged in terms of what the organization does.’ 
\ 

Whether an executive is loved or hated, if he is a competent member of 

the organization,’ states Shartle, he must be evaluated as effective. 

Barnard. (Blau and) Scotte719622165). maintaims that: thesessence of 
administrative responsibility is the ability to bind the wills of men 
together for the accomplishment of purposes beyond their immediate ends 
and beyond their times. The administrator, according to Barnard, must 
be able to assess organizational needs in relation to long-term 
situational factors and then rally his resources to anticipate and meet 
those needs, utilizing sound planning strategy. Power is one tool used 
in “carrying out this responsibility. 

Dornbusch (Ibid:51) points out another element of administrative 
responsibility. The distinguishing feature of administrative 
responsibility is more than conformance to a complex code of morals but 
also encompasses the creation of those codes for others. In order to 
effectively administer this organizational responsibility, the admin- 


istrator must have a good understanding of the social relations among 


his subordinates as well as of his own relations with then. 
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The Power Holder 


In examining the nature of the power holder in the organization, 
Russell (Ibid:42) points out that "...different types of organizations 
bring different types of individuals to the top.” The reverse may also 
be argued. Different types of leaders create different types of 
organizations. The nature of the power holder reflects the type of 
organization to which he belongs. 

Russell (I1bid:43) laments that a change has taken place in 
leaders. "The intellectual, as we know him, is a spiritual descendent 
of. the priest; but the spread of education has robbed him of power.” The 
educated intellectuals of today inspire no awe, are not mysterious, are 
not glamourous as in the past. Russell (Ibid:44) maintains that there 
exists no corresponding power among "those who possess the new 
knowledge” such as science. For Russell power does not lie in deeds or 
accomplishments but in the personal virtue of the power holder. 

Russell (op cit) contends that 

While a typical virtue of a gentleman is honor, that of the man who 

achieves power through learning is wisdom...To gain a reputation 

for wisdom a man must seem to have a store of recondite knowledge, 

a mastery over his passions, and a long experience in the ways of 

men. 

According to Russell, a new type of power holder now exists, an 


individual who has been produced by the growth in large economic 


organizations. Russell (Ibid:46) desribes him: 
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The typical ‘executive’ impresses others as a man of rapid 
decisions, quick insight into character, and iron will; he must 
have a firm jaw,-tightly closed lips, and a habit of brief and 
incisive speech. He must be able to inspire respect in equals, and 
confidence in subordinates who are by no means non-entities. He 
must combine the qualities of a great general and a great diplomat: 
ruthless in battle, but a Capacity for skillful concession. in 
negotiation. It is by such qualities that men acquire control of 
important economic organizations. 


Areyris (1957:125) paints a more technical picture of the competent 

power holder. 
\ 

An important pillar of most management policy is to develop 

competent executives who among other things (1) are able to 

imeedleant drive kenisell Waw pushewalpressurapynapersuade: ; 

“urge”, “coerce”, "win" employees to increase productivity 

loyalty, and interest for the organization and for their job; 

(2) are able to get all the facts, weleol them correctly, “and 

make effective decisions; (3) know clearly management objectives, 

policies and practices; (4) communicate these policies and 

practices clearly to the employees; and (5) evaluate the 

performance of the employee strictly and honestly according to 

these policies and practices. 


The administrators will largely determine efficiency and 
effectiveness in the organization. Therefore, recruitment and selection 
Of Admimistratorseis la’ pertinentitssuedimtorganizations and feriteria 
used in this selection process are based on the need to achieve certain 


organizational goals. 
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Summary and Discussion 


The concepts of organization and human behaviour are inextricably 
linked in the study of power in a social context. Complete definitions 
of organizations include a human behavioural element. Some authors view 
organizations as entities unto themselves, as organisms which can grow, 
stagnate or decay. 

The impact of organizations on human lives appears to be almost as 
great the influence individuals have on organizations. Both influence 
the others' development. 

The dichotomy of “personal and position power", as termed by 
Etzioni, reflects the dichotomy between “power and authority in this 
thesis. Both power and authority, however, are equally subject to 
legitimation to be effective. 

Organizations differ in nature and this difference is reflected 
both in the nature of the power behaviour which is exercised in that 
setting and in the nature of the power holders which administer the 
organization. ‘Administrative responsibility in the organization is 
pares according to organizational effectiveness or the realization of 
organizational goals. 

The definition of organization has been argued at length by 
students in all disciplines concerning administrative theory. A popular 
conclusion is that an organization consists of people and is thereby 
defined by its members. There appears to be something missing from this 
definition, however. An organization is more than simply the product of 


a combination of human efforts. Just as a whole is greater than the sum 
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Ciettse pasts,.an Organization is ansentity unto ftselt.. skis tsean 
organism consisting of processes as well as tangible elements. While an 
organization may originally be created in order to meet some societal 
need such as the production of some output, the organizational purpose 
may change over time. Why do some organizations still exist even after 


the societal need for their output has ceased to do so? It may be 


\ 
\ 
\ 


because the organizatidnal purpose has become one of self-perpetuation: 
Eierongani zat lon! stilivvexists tto,exist ,liandyrequires: nowother, Geason to 


do so. 
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CHAPTER VIII 


DYNAMICS OF POWER 


In reviewing and analysing the concept of power in organizations 
for administrators, four factors related to the exercise of power have 
been identified: the entities, the process, the outcomes and the social 
context’ Sin’ this chapter, a®study®0f? the’ process™is®tindertaken™ by 
exploring the dynamics of power or the forces at work in the field. 

In this chapter much of the information discussed in the previous 
chapters is tied together. The concepts of leadership and influence are 
considered as they pertain to the exercise of power in organizations. 
Specifically, power in management is examined in addition to the tactics 
of acquiring power in controlling human resources. The misuse of power 
is then discussed, followed by an examination of the concepts of 
conflict and change in the organizational setting. Although a separate 
section is devoted to the politics of power, it must be acknowledged 


that the dynamics of power involve politics in nearly every respect. 
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Leadership 


As discussed earlier in the thesis, an administrator has three 
areas of responsibility in the organization. One of these 
responsibilities is management of resources, including manpower. 
Leadership is a basic skill in effective management. In this respect, 
Taare may .be viewed as an organizational function. 

The exercise of power is an important tool in leadership and is 
inierent yin the iconcept iofjleadership.4eAs\Cartwright (1965:4) claims, 
"Any theory of leadership which ignores power cannot be 
viewed...favourably.” Kaplan (Kahn and Boulding, 1964:27) asserts that 
im any Organization, ...léeadership must be exercised and...this 
involves the use of power.” 

An administrator wears many different hats in one day, his 
functions and roles overlapping and interrelating. Bavelas (Hollander, 
1964:204) explains that, “Leadership acts are those which help the group 
achieve its objectives.” Hollander (Ibid:238) cautions that 

Goal attainment by itself [however] is not a sufficient condition 

for effective leadership. A significant concommitant.is the 

process, the relationship along the way, by which group members are 
able to fulfill their needs for a meaningful social participation. 

According to. Hollander, invaddition,to, facilicating pthie 
organizational goals, an administrator must also ensure that the 


subordinates are satisfied that they have input in the translation and 


direction of those goals. 
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Kahn (Ibid:29) points out that leadership has been defined as 
"...the skill of letting other people have your own way.” Whether real 
or apparent, the subordinate must believe that his efforts are being 
channelled in a direction with which he too agrees. 

The impulse to power is reflected in the leader/follower relation- 
ship. Russell (Ibid:16) writes that "The power impulse has two forms: 
explieiti,? in’ leaders; “inp lic ies iy "theie Woltowers #"* Essential to 
leadership is the responsiveness of the followers and their willingness 
to comply. Hollander (1964:13) contends that 

..-the maintenance of leadership...requires a regard for the 

working relationships which are affected by assertions of power | 

[which explains why] ...power is not an instrument of successful 

Veaders his tin Tits@own i cht. 

Leadership is) Vargely @ function of ‘eroup* Interaction and is 
legitimized by group interrelationships. According to French and Snyder 
leadership is a property of the group and a characteristic of the 
individual. 


inwaddiitions to: thes entities; the social’ context is another main 


factor related to leadership. One cannot be a leader in isolation. 


¢ 


Hollander (Ibid:14) maintains that "...neither man nor the situation 
exists independently of the other...” He (Ibid:1) explains that 
leadership is a relationship between a person exerting influence and 
those who ies influenced, and this relationship is seen within the 
framework of group process. 

Many current theories of leadership deal almost exclusively in 


terms of personal"abilities.” Earlier theories approached leadership in 


a similar way and it is only recently that the distinction has been made 
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between “leadership as a personal quality,” (the trait approach to 
leadership) and “leadership as an organizational function," (the 
situational approach to leadership). Using Alex Bavelas' (Ibid:200) 
words, 

The first Teters* to: avspecial combination of personal 

characteristics; the second refers to the distribution throughout 

an organization of decision-making powers. The first leads us to 
look, at the qualities and abilities of individuals; the second 
leads us to look at the patterns of power and authority in 
organizations. 

While for many years attempts were made to define leadership 
abilities in terms of what a leader "should”™ possess, modern trait 
research begins from the opposite direction. Carefully designed and 
acre rea tests attempt to discover and measure the traits of 
“leaders.” From that analysis a more general leadership theory has been 
postulated. 

Hollander (Ibid:225) points out that “While there may not be 
‘universal ‘traits’ “of léadership,y it ais possible to aspeakiot wequiksites 
for effective Jeadership. "ihe major véeriticism of jthe \traitvapproach ais 
that both the characteristics of the individual and the situation 
influence the degree of leadership behaviour a person exhibits. Winter 
(1973213) outlines fivetsituational factors twhich determine tthe 
allocation of power. 

(1) certain professional positions are associated with 

being a leader; 
(2) the socio-economic status of individual members and 


of the group affects the choice of leader and 


arstribution of! influence; 
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(3) personality characteristics of group members; 

(4) size and degree of organization of the group; 

(5) and nature of task or purpose of the group. 

All five factors will influence the outcome of who will emerge as 
the ~veader* in a given situation. 

As Winter (op cit) podnts out, the effects of these factors are not 
arbitrary. "All of these variables can be expressed as different bases 
of power which are allocated according to particular norms and values 
ane perhaps also Structural “haws of human interaction. 

There is, then, a certain degree of predictability and consistency 
between groups even though the individuals involved differ. 

The administrator who can recognize the potential for power that 
exists, understand the situational factors involved and change the 
Situation, can ereate power: As Winter (Ibid:14) explains, 

Seitd in detinine situations, in convineing others of these 

definitions, and in portraying one's own role as important or 

indispensable to the achievement of these redefined group goals 
would thus permit a person to have power within the constraints of 
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Hersey and Blanchard (1972:94) discuss Bass's distinction between 
successful and effective leadership or management. 


If A’s leader style is not compatible with the expectations of B, 
and if B is antagonized and does the job only because of A's 
position power, then we can say that A has been successful but not 
effective. B has responded as A intended because A has control of 
rewards and punishment, and not because B sees his own needs being 
accomplished by satisfying the goals of the manager or the 
organization. 


On the other hand, if A's attempted leadership leads to a 
successful response, and B does the job because he wants to do 
it and finds it rewarding, then we consider A as having not 
only position power but also personal power. B respects A and 
ig willing to cooperate with him, realizing that A's request is 
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consistent with his own personal goals. In fact, B sees his 
own goals as being accomplished by this activity. This is what 
is meant by effective leadership, keeping in mind that 
effectiveness also appears as a continuum which can range from 
very effective to very in-effective. 
According to the definitions proposed in this thesis, Bass's 
"successful leadership” could be viewed as the result of exercising 


authority while "effective leadership” would be the result of exercising 


power. \ 


95 


Power in Management 


The emphasis of the study of power in organizations in the 
managerial role of administrators, is addressed by Kotter (1979:9): 
"..-power is a relevant managerial topic because power is always an 
important variable in complex social systems." 

Kotter (19/79:9) explains) the importance of pewer to managers, 
reporting that "Psychologists who have studied managers have said that 
power is relevant and important because managers tend to have a high 


‘power motivation'.” The need to employ power in the management of 
human resources is related to this 'power motivation'. 

One function of management is the dependence a manager has upon the 
resources at his disposal to do his own job effectively. Managing this 
dependence necessitates having control over resources. With reference 
to the human elements in the organizational structure, Cartwright 
(Ibid:5) acknowledges that 

The whole organizational structure acquires power over the member 

and consequently certain other people have power over him, the 

specific persons depending upon his position in the organization. 

Kotter (Ibid:15) describes the managerial role and the need to 


extend one's power beyond the formal authority inherent in the 


organizational structure. 
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To be able to plan, organize, budget, staff, control, and evaluate, 
managers need some control over the many people on whom they are 
dependent. Yet managerial jobs do not automatically provide 
managers with that control. 


Trying to control others solely on the basis of the power 
associated with one's position simply will not work...because 
managers are always dependent on some people over whom 

they have no formal authority and [who] will not passively 
accept and completely obey a constant stream of orders from 
someone just because he or she is the “boss”. 


Kotter is\ arguing that organizational effectiveness requires more than 


¢ 


formal authority for a manager to have the necessary control over his 
subordinates. The 'power motivation’ becomes meaningful here. The 
distinction between respect for the position and respect for the 


individual is made more elear. 
Korter (ibid: 16—17) concludes. 


In other words, the primary reason power dynamics emerge and play 
an important role in organizations is not necessarily because 
managers are power hungry, or because they want desperately to get 
ahead, or because there is an interest conflict between managers 
who have authority and workers who do not. It is because the 
dependence inherent in managerial jobs is greater that the power or 
control given to the people in those jobs. Power dynamics, under 
these circumstances, are inevitable and are needéd to make 
organizations function well. 


Kotter (Ibid:88) outlines the importance of adapting to a 
managerial position. 


Ironically, although the naive and the cynical probably see 
themselves as at opposite ends of a continuum, they often suffer 
very similar problems in adapting to new positions and in other 
aspects of their careers. The one characteristic they have in 
common - the lack of realistic understanding of power - proves to 
be more important than their differences. 
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Kotter (Ibid:97) suggests six guidelines that "would be in the best 


interest of most managers to follow" regarding power in organizations. 


l. 


2. 


Identify your own power skills and abilities. 
Explicitly take into account power and dependence 
when planning your career or seeking a job. 

Before starting a new job, carefully consider what 
sequence of activities can help you develop the 
power you will need. 

If you are less effective at your current job than 
you desire, check to see if it is a power/dependence 
problen. 

If you find yourself in a job whose dependencies are 
Significantly greater than your power skills and you 
are unable to change the situation without misusing 
power, GET OUT! 

Whenever you have the opportunity, try to influence 
educators and management development personnel to 


focus’ more on power and influence. 


The formal structure of an organization eliminates many areas of 


uncertaintyss « BlaurandeScott. (1962. 1/5)edeclareethat® Rower accrtueseto 


those who can control the remaining areas of uncertainty.” 
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The Politics of Power 


Powergiseoitendiconnected(withsthé strategic, ecalculatine fart rot 
politics. Kaplan (Kahn and Boulding) alleges that the acquisition and 
exercise of power in every personal relationship is politics. Leavitt 


and Pondy (1964) also hold that politics is concerned with relationships 


\ 
\ 


Of -controlsor influence, .orvpower relationships. “Administrators then, 
insofar as they have power and use it, can be called politicians. 

There appears to be a certain amount of politics involved in any 
managerial capacity. To some extent an administrator is required to 
adapt both leadership style and the forms of power used to the situation 
and the individuals concerned. Basic to effective leadership is the 
assessment of a situation and the awareness of others. As Leavitt and 
Pondy Cibid:219 point out, the constant monitoring of both 
organizational and individual change is necessary. “The human being 
resists being treated as a constant.” 

Both formal and informal power sources exist and it is wise for the 
administrator to recognize both. Support staff, for example, may hold 
little formal authority in the organization but can impede or contribute 
to an administrator's effectiveness. Both sources of power influence 
the administrator's base of control and, as Leavitt and Pondy (Ibid:218) 
“remind the reader, "Men can only exercise that power which they are 


allowed by other men.” 
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An understanding of the political aspects of power dynamics can 
assist administrators in choosing the right job for them, adapting to 
that job, understanding organizational behaviour and making effective 


organizational decisions. 
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The Tactics of Acquiring Power 


Kotter claims that whether they are aware of it or not, all 


managers attept to acquire power even if it is intuitively; for example, 


they may not be aware of the methods they use. He (Ibid:26) explains 
that “Acquiring power means acquiring potential influence - that is the 


\ 


potential for getting dthers to do what you want or for preventing them 


from forcing you to do something.” One way to acquire power is by 
securing direct control over tangible resources such as budgets, 
buildings or equipment. Power over resources usually leads to greater 
power over subordinates because they recognize the influence associated 
with resource control. 

Another way of gaining power over people is to gain control of 
useful information (this embraces the concepts of expert and 
informational power, as already discussed), and of information channels. 
In his book entitled The Politics of Expertise, Benveniste (1977) 
stresses the importance of both the formal and informal networks 
of communication. Russell (1938), too, proposes that the acquisition of 
power can be accomplished in many ways including the use of 
communication network's propaganda and education processes. He 
maintains that news must travel faster than human beings for the 


communication network to be effective and contribute to one's power 


source. In this way, communication can be very important to power. 


watqwn sad eteeldlistge 7s" fm ath 
ampetynn (454082) of peer 1a 
2? 42 2482 ~ TDA Lepr Heres | 
md? gidiawveriy =! 14 iit “ ant = ay ereD 4 
yea? sedoy oF iaprd ah si Am * ita ove 
eteptodd wa down, ecru: (ict roy pombe 


desieiy of steel yo lag Haepiee® 1646 vows? 9. orgie a F 


——- 
BASQTOL OCA ahersys st 473 4h iryoper yet> werent: worn vedere seu a 
leraemd sdveonei d - 2 - 
ee ee ee siaor neta: : - 
hes dteger) Ci esevones 40) vronieglee! sdee) abiineritalt 
selbinats welsentete, te tae y Liew hath yevetie-ws ebeq) aber 
VUVOT) ad el cpyr ad se age te psn gh a alae doed ati 
mereset tastiest tei lez a) 2 dul We eemaeeeee ear 

Bo uctadelensd SI THF, aawoquse od .(POM) Aiea sank orn 
Re nov arti 30 Mailoni eee ‘een a heteligeagous 44 «a> | 
ah -waRtizos; sob tazele Win staan) «MER. 
SESAGY eapind imed ots sqian% tmnt) ap ar sents 
i, rere 5rd, wring iH ai ne Sawses. 
Reo ph ser Faget Cee pd ons cohuteS epee wine BE 


7a 


101 


Cartwright (Ibid:7) suggests that "...communication is the 
mechanism by which interpersonal influence is exerted." Psychologists 
Festinger and Barnard hold that all communications carry some degree of 
authoritativeness. An administrator, recognizing this feature of 
communications, could deliberately give authority to communications and 
thereby create power. 

Winter (Ibid:15) proposes that the position in a communication 
network is related to power and leadership. Knowing this, an 
administrator could “size up” the situation and then choose his position 
so as to maximize his power. Associated with his position in the 
communication network, the administrator should also be aware that 
communication is a two-way process, that is, there is value in 
communications coming from the subordinates as well as in communications 
going to them. Upward communications can significantly increase an 
administrator's informational base of power. The lateral direction of 
power should also be noted here as a method of keeping informed. It is 
often said that the communication network is the “pulse” of the 
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organization. 
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Kotter (1979) suggests further ways in which to acquire power. The 
establishment of pelatitme nines encatauicg credipibhiy. fh an aid to 
gaining power. Creating a sense of obligation in people (as already 
discussed) can help in establishing favourable (to the acquisition of 
power) relationships. Building a reputation as an expert in certain 
areas through such means as highly visible achievements, can also help 
an Ba tearer to gain power. 

Encouraging subordinates to identify with the power holder can 
elicit a charismatic allegiance to him. An individual can relate to the 
power holder both consciously and unconsciously. 

Koptere( thidvs2) explains that 

People generally need to look up to someone who can make them feel 

strong and confident despite all the problems that they face, and 

who can help they feel they are doing something me 


especially if their jobs seem trivial or pointless. Managers who 
can fill these needs can become very powerful. 


ainsi JL = 


An administrator can use his organizational dependency to his 
advantage in acquiring power in relationships by making others believe 
that he is dependent upon their help and support. 

KOtter Glbid:34-36) oUtlines.4 Dist of “Keys to Success in Power: | 
a few of which are mentioned below. 

1. Administrators tend to be very sensitive to where power exists in 
their organizations. 
2. They take calculated risks in which they “invest” some of their power 


in the hopes of gaining it back with interest. 
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Seeiney secognize that all of their actions can affect their power and 
they avoid actions that will accidentally decrease it. 

4. In their career development they try to move both up the hierarchy 
and toward positions where they can control some strategic 
eontingency for their organization. 

It would seem then, that the acquisition of power is planned and 
plotted. Ihere is little room for random action. (The efforts of the 


successful administrator are consciously directed to the gaining of 


power. 
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Control Tactics 


Leavitt and Pondy (1964:219-222) outline and explain nine "Tactics 


of Men Successful in Control.” 


1. 


Taking Counsel 


The able administrator "...is cautious about how he seeks and 
receives advice." He takes counsel only when he asks for it. He 
makes eee toe himself - bows only to good advice and not to 
pressure. 

Alliances 

An administrator needs a devoted following and close alliance with 
other administrators on his level and above, for protection and 
communication. 

OneEnits topic, Metealt and Urwiek (1bidvil1Z) caution thaw some 
power is relinquished in the act of integration or cooperation. 
",.-when we join with others, we deliberately give up a part of our 
"power...in order to get certain privileges which will issue from 
the union.“ 

Maneuverability 

An administrator must maintain flexibility and not be committed to 
one position. He must have a wide range of talents. 

Communication 

Good channels of communication are important horizontally and both 
ways vertically. Communication channels are important in 
determining "who gets what when.” Zunin (1972) maintains that in 


communicative interaction the first four minutes of initial contact 


are the most significant, because lasting impressions are made 


during that period. For the aspiring power holder this may be a 


weYeac ol, erexoyl, alyel organizational interaction. 
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Compromising 

An administrator may have to compromise on (small) means to achieve 
(large) clear cut goals/ends. “Concessions, then, should be more 
apparent than real.” 

Negative Timing 

When put under inescapable pressure the administrator might have to 
initiate some action that can retard the process of expedition. 
Therefore, he is in the process of doing something which he never 
quite,does. ,Thel actions (diesson thesvines™ 

Self-Dramatization 

Thies administrator’ musthacquiresthel skill saoti Gantistic 
communication.” These skills include the "how" as well as the 
“what” of communicating. First, he must observe what makes X an 
effective communication and how it is done. Second, he must 
practise it. 

Confidence 

He must appear confident. Once an administrator "...has made a 


decision,‘ he must look and act decided,” despite any lack of inner 
conviction. "Thus, the man who constantly gives the impression of 
knowing what he is doing - even in he does not - is using his power 
and increasing it at the same time.” 

Always The Boss 

"A thin line of separation between the [power holder] and 
subordinate must always be maintained.” He may be friendly but not 


so committed as to make objectivity impossible. Adopting an “open- 


door” policy is acceptable but the question to retain is “how far 


open?” 
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The Concept of Influence 


Control is attained through influence. In the organization an 
administrator attempts to influence subordinates in order to establish 
a base of control. In turn, this base of control can serve the 
administrator in his influence attempts. 


\ 
French and Snyder -(Cartwrieht, 19652119) point oul thet one basic 


assumption in the exercise of leadership is that “... attempts to 
influence others are instrumental acts whose occurrence is determined by 
the perceived probability of success in achieving some goal." Influence 
over others is sought for the purpose of goal achievement, human 
co-operation being but one resource in that process. Leadership ensures 
human co-operation, through the exercise of power. Herbert Simon (Bell 
Cteal 369° 7/3)eieseribes this ideas: 7 .iniluence is he means, ~..0f 
securing values that are desired.” For the administrator in the 
organization these values consist of the goals of the organization. 

Similarly, Hollander (Ibid:225) defines leadership effectiveness as 
",..an influence process wherein the leader is able to muster willing 
group support, to achieve certain clearly specified group goals with 
best advantage to the individuals comprising the group. Here, both the 
organizational and the member's goals are considered. 

In all the definitions above, influence is described in external, 
behavioural terms. French and Raven approach the concept of influence 


differently. They (Cartwright, 19637155) define power in terms of 


influence and influence in terms of psychological change. 
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The internalization of social norms is a related process of 
decreasing degree of dependence of behaviour on an external O and 
increasing dependence on an internal value. It is usually assumed 


that internalization is accompanied by a decrease in the effects of 
level of observability. 


French and Raven stress internal acquiescence to a norm rather than 
external compliance, as a result of an influence attempt. There are 
both external and internal responses to influence attempts. Hollander 
(Ibid:234) identifies three general elements which appear to be a part 
of all influence relationships: 

(1) an influence source with attributes perceived from 

actual or implied interactions; 

(2) some mode of interpersonal activity or other communication; 

(3) a recipient (or follower) with personal motivations, percep- 

tions and reference group affiliations. 

As discussed in the Studies in Social Power” chapter, the 
effectiveness of a leader is determined in part by the group's 
perception of him. “The primacy effect is important here’ — that is, the 
first impressions received by the group, of the leader. 

French and Synder report that more influence is attempted by a 
leader when there is: greater acceptance of him by the subordinates; 
more certainty in his own opinion; and less certainty of the opposing 
opinion in the subordinate. They also state that the effectiveness of 


a leader's influence attempt is directly proportional to: the 
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acceptance of him by the subordinates; the readiness of the subordinate 
to accept the ee of the leader's role; the perception that he is 
anpexpert sin tthevarea for tthe Sint lucncetattempt; “and the tamounBrot 
influence attempted. 

Cartwright discusses influence and control in terms of external 


rewards and punishments, and motivation. He insists that the difference 


\ 
\ 


between internal acceptance and behavioural acquiescence must be 
recognized. Ideally, an administrator would like to effect both 
internalization and behavioural compliance in a subordinate, but often 
must be content with the latter. 

In the organization the exercise of leadership, as an attempt to. 
influence members, may be viewed partly as a way of managing human 


resources toward the achievement of some organizational goal. 
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The Tactical Use of Power 


the exercise of power is a necessary part of effective management. 
In this section the various aspects of exerting power are examined. 

Kotter Glbid :39) aftimms that" i-feriective manacers) wee ower to 
influence yothers.;\» March (1967) paints out ‘that in! deciding whether or 
not. to exert influence a person calculates the cost and expected value. 
According to March, however, motivations do not tell the whole story in 
every case. A person influencing another may be consciously exerting 
power but may also unintentionally influence another. 

Kotter makes the distinction between direct and indirect 
influence. Indirect influence involves the manipulation of another's 
environment in the attempt to ultimately influence the person himself. 
This method takes longer to notice the effects. Direct influence is 
described by Kotter as persuasion of the individual. Time is also a 
factoreheresaseits,takeshtime-tol@ayithe  ereund work.” 

A time constraint may necessitate the use of coercion. Although 
results are mote readily apparent there is a chance of retaliation with 
ee method. Alternatively, persuasion is time-consuming and may be 
completely ineffective. Kotter (Ibid:44) suggests that “The key to 
persuasion usually lies in having and knowing how to use information 
that is relevant to another person's interests and goals.” 

Cartwright similarly «identifies twoetypes (of iniluence which she 
calls “influence by persuasion,” which parallels Kotter's "direct 


Hes ; EWE rere ; 
influence,” and "influence by ecological control,” similar to Kotter's 
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“andirect influence .f 
Effective communication and its apparent source (whether it be, for 
example, credible, weighty Or (prestigious) determine in part, the 
effectiveness of influence by persuasion. 
According "lowCartwriehta(March, 1965:20).) “In principle, O may 
influence P by ecological control whenever P's behaviour is predictably 
\ 
related to some maniputable feature of P's physical or social 
environment." Therefore, by modifying an individual's environment, one 
can influence a person toward a desired change, because, for example, 
Pied ot feudesi, values and behaviours of individuals are determined by 
the groups to which they belong.” 
Cartwright (Ibid:21) identifies five attributes or significant 
properties of means of influence: 
ile Reasons for exerting influence - interpretation of apparent purpose 
is*critical in determining its ‘effectiveness; 
a Exchanpeerelationshipse— fivewxato Setar; 
on Contingency in use of a base - "payment is contingent upon 
compliance with the terms of the contract; 
4, Temporal Features - timeline - "X for Y"” but when; 
5k Change in the distribution of resources - some resources may be 
"used up” in exerting influence while others may not (it is not 
always an exchange of resources). 
Cartwrieht (op cit) also outlines seven determinants ascertaining a 
choice of means or things which will decide how an individual will exert 
tuft Luence ; 


i anticipation of the effectiveness of a given means; 
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oe evaluation of immediate costs; 

a assessment of delayed consequences; 
4. general theory of human nature; 

an ethical evaluation of means; 

6. POSrELOnN ROL WSsocia Les bhructure: 

te tegalneconstraints* 


Cartwright calls the reader's attention to the "sleeper effect" 
influence may have. Immediate, overt compliance may be the initial 
response but latent changes may also taking place which could influence 
future responses. An example of the "sleeper effect" is the possible 
negative side effects of exercised power. People may feel threatened or 
hostile especially in the case of coercion, and may seek support from 
others by forming alliances. This cohesive group may form a unified 
opposition to the power holder. 

According to Cartwright (Ibid:38) there are three ways in which 
influence attempts can be accomplished: exerting new forces on an 
individual (usually resulting in a higher level of conflict than either 
of the others); changing the direction of pre-existing forces; and 
reducing the magnitude of opposing forces. Certain characteristics of 
individuals can effect the ease of influence attempts; for example, the 
stronger the subordinate's need for social approval the greater the 


force that can be activated on his environment to ensure his conformity. 
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The idea of conformity is a more complex one than may initially 
appear. Kelman (1953) has undertaken study in the area of conformity, 
and as Cartwright reports, identifies three bypes of oniormity: 
compliance, which is an overt response motivated by an extrinsic reward; 
identification, which is behaviour modelled after someone because one 
believes in the behaviour or person; and internalization, which is 

\ 
behaviour adopted as orfe's own and is motivated intrinsically. 

Kelman maintains that different types of conformity are evoked by 
the type of power base used, and the particular existing situational 
conditions. Compliance is evoked by power based on means control, when 
under surveillance by the power holder. Identification is evoked by 
power based on attractiveness, when the relationship to the power holder 
is salient. Internalization is evoked by power based on credibility, 
when the content of the attitude is relevant to that of the subordinate. 

The three types of conformity identified by Kelman may be seen as 
hierarchial, on the basis of internalization. Compliance consists 
merely of going through the motions. Identification involves some 
degree of rationalization is accompanied by the possibility of becoming 


internalized. “Internalization is) the actual adoptionvot wa belie or an 


idea. § fhe latter is the’ most desired respomse “to the exercise of power: 
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The Misuse of Power 


There is »véry elittlesgwritten “inithe literature "onthe misuse ‘ot 
power although it is a major factor in organizational effectiveness and 
pertinent to administrators. Kotter recognizes the importance of giving 
attention to this topic and deals with it extensively in his book Power 
inyManacement ae Hen@hI79 u)texplores: tie Concent by stating that 

-.-in most managerial jobs an inability or unwillingness to 

acquire and use power results in ineffective performance. 

Dependence does not get managed, and inevitably under those 

circumstances, some activities will not be accomplished or will not 

be achieved efficiently. 

The misuse of power occurs when, although individual goals or 
objectives may be met, the cost to the organization is much greater than 
the benefit. This misuse is the result of engaging in any 
power-oriented behaviour that is not in the best interests of the 
organization, suggests Kotter. 

Kotter proposes that there are three factors relevant to the misuse 
of power: personal integrity, job-related dependence and power skills 
anG abiadatieshe, KLottergi@l bidigd yetressesPthat 

The misuse of power often seems to occur when the dependence 

inherent in a managerial job is significantly greater that the 


power skills of the job incumbent, even though the incumbent has 
previously displayed a moderately high level of personal 


integrity. 

Kotter points out that the critical impact of top management should 
not be overlooked. He (Ibid:75) explains that "Many cases of power 
misuse at middle and lower management levels can be traced to other 


cases of power misuse at the very top of the organizations involved.” 
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Personal integrity could be jeopardized in a situation such as this. If 
a subordinate is eae raeeS to follow the administrator's directive even 
against his own better jucégementpeict iewlikelyethatohenwillecaeritice, 
Comsomet depreej}shisy personal) integrity! to do»so., «Accordinerto) Kotter, 
in this respect very complex organizations lend themselves to impossible 
situations and are in effect unmanageable. A misuse of power is bound 
\ 

to occur because manager dependence is so wide. 

Power and responsibility are inextricably linked. Kaplan (Ibid:28) 
defines leadership as "the locus of responsibility." Responsibility 
must be claimed for decisions made. Metcalf and Urwick agree that power 
and responsibility go hand in hand and cannot be divorced. As long as 
an individual has some power over another human being, there exists an 
accompanying responsibility not to misuse that power. 

A similar vieéweis held in the case of; authority. To the 
administrator who confers authority upon a worker, Metcalf and Urwick 
(ibid:110) give the following advice: 

One thing should be borne in mind beyond anything else in the 

consideration of this subject, and that is that you should never 


give authority faster than you can develop methods for the worker 
talangeresponsibilicy tor that “authority- 
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Power and Conflict 


Conflict is an inherent part of the interaction between people and 
can lead to positive as well as negative outcomes. Kahn (Ibid:4) 


suggests that "...disagreement over goals and means is typical of human 


organizations.” Kahn also views power as the controlling force of 
eontlict. “Power is éssential te the lite “of “thé orzanization, it 
prevents the emergence of conflicts which would subvert organizational 
effectiveness.” Kahn (Ibid:3) claims that there is a.direct correlation 
between conflict and the need for power: "The more prevalent conflict 
in an organization becomes, the more keenly will the need for power be 
felt and the more ardently it will be sought.” 

Dalton (Blau and Scott, 1972:175) contends that power struggles are 
important mechanisms of organizational change - "...they provide 
managers with incentives for making informal innovations which help them 
cope with operating problems and extend the scope of their influence.” 
Thus, icontlict leads to behavioural change in organizations. 

While power is necessary to control conflict, it is the essence of 
conflict which leads to organizational growth. Kahn (Ibid:1) concurs. 
"Power and the related concepts of control and influence have to do with 
change. « 

Kahne (Op seit) points oub that the beverse (is) aisostrue and change 
can lead to conflict. . "To say that A has the power to change B's 
behaviour necessarilly implies that A exerts some force in opposition to 
some or all of the previously existing forces on B. This is 


conflict... In this respect, the exercise of power can create conflict. 
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Kahn (Ibid:2) asserts that some conflict results from power. 


Power inevitably begets conflict, in some form and in some degree. 
The expression of that conflict depends in turn on the reciprocal 


power of the person who is the target of the initial influence 
attempt. 


Therefore, although “The existence of conflict..sgives rise to the 
exercise of power,” it is also feasible for the exercise of power to 
give Piee WG econtliet. Hall. (19827129) cautions his readers to) be aware 
that omerter ce not the inevitable result of power. Indeed, the 
outcome of most power acts is compliance, with conflict being the 


exception rather than the rule.’ 
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Power and Change 


Resistance to change is an organizational concern because it can 
pose a major threat to organizational growth. Costello and Zalkind 
(1963) claim that in resistance to change skill is a minor factor while 
motivation is a major factor. Change leads to relearning, relearning to 
frustration, frustration to escape in the form of resistance. Since it 
is at the learning stage that resistance is generated, in order to 
overcome resistance to change, an administrator must concentrate his 
Sroobuswat this Level. 

The amount of group cohesiveness can greatly influence attitudes 
toward change, both positively or negatively, because group influence 
will in part determine those attitudes. Costello and Zalkind caution 
that harsh autocratic pressure involving threats may not be as effective 
in inducing change as persuasion and encouragement by the 
administrator. Threats may even encourage resistance because group 
cohesiveness would be strengthened. 

Exercising power in a group setting can be an effective way to 
reduce resistance. Costello and Zalkind (Ibid:241) propose that: 

It is possible for management to modify greatly or to remove 

completely group resistance to changes in methods of work... This 

change can be accomplished by the use of group meetings in which 
management effectively communicates the need for change and 
stimulates group participation in planning the changes...By 
preventing or greatly modifying resistance to change, this 
concomitant to change may well be greatly reduced. 

Costello and Zalkind admit that eliciting change in behaviour will 
not necessarilly result in attitude change. In an attempt to influence 


individual attitudes, the administrator must: first, realize the 


functions that attitudes serve (Katz provides four categories as a 
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framework for this inquiry: adjustive, ego-defensive, ego-evaluative, 

and knowledge-serving); second, consider how attitudes develop 

(including influences of culture, family, group membership, class, peer 

group and previour work influences); third, examine basic principlies of 

attitude change with emphasis on arousing a need to change; and fourth, 

poo ecet rain conditions for attitude cnanee. tats (lblat27 7) 

emphasizes that in order "...for attitude change to occur, the need to 

change must be aroused.” 
Kelman (Ibid, p. 287) proposes six processes as means of affecting 
attitude change: 

Des Changing an individual's role which will emphasize both SA Sar 
and attitude change; 

Ze Using group and interpersonal influences to encourage conformity, 
enforcing behaviour change through regulation as conditions would 
facilitate an attitude change either through compliance (influence 
is accepted hoping to achieve a favourable reaction), 
identification (behaviour is adopted because it is associated with 
satisfactions tied in with in the individual's self-image), or 
internalization, (induced behaviour is intrinsically rewarding); 

oi Using the effects of information and communication, keeping in mind 
the importance of three main factors: the needs of the individual; 
his personal characteristics, and the credibility (trustworthiness 
and expertness) of the communicator; 

4. Creating situational changes which encourage attitude modification; 


oF Utilizing the effects of personal contact to induce favourable 


attitudes; 
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Encouraging participation which will offer reinforcement for change 


in both behaviour and attitudes. 


French expands on the sixth process, maintaining that to overcome 


resistance to change an administrator must ensure that the subordinate 


participates*®totally in’ the introduction of the change. Communication 


is important here both for information and cooperation. The subordinate 


must believe that he has had some influence on the "jointly-made" 


decision even if he has not. *This* approach’ is’ termed “psychological 


participation" as opposed to "actual participation” (real influence on 


ene decision) .~ orrenche(Kahutand Boulding, 1964:38) explains that 


If the workers think they have had the amount of influence on a 
jointly made decision which is “just and proper’ and “norwegian,’ 
they will consider it legitimate and will manifest favourable 
affect, increased motivation and production, improved 
labor-management relations, and increased satisfaction. If the 
workers feel that they have had anything less than what they 
consider right and proper, then the participation would not be 
legitimate, and the positive effects would not be forthcoming. 


In choosing the participative procedure as 2 power tactic in 


implementing change, the personalities of the individuals involved must 


be considered. Some individuals will be more affected by certain 


“ 


procedures than others. 


SeifeetylecdSl” wd shy) beute thd) eel ed get ge | 
tapiggleds a” pontet “ end ate TS a aot at ME tows: _ 


> 7 
ih, SET RD* s0rt) <0 Pag SER gine oe) aeeen -— ae 
feds afitetges (PCi nhs ga tiond tive ete fineest 


a Paice a ty hb Bi 
. hineescesn* bug "ety St thea 4s : ‘ Lame 
stizwersd 2s lQieh Li tey Soe coat Oo 7 7 
nf ier ey ith rabies 


m4p. 43 nadtednast eeenrey fe ci tetes aT, _ 
a A | ye . hte eePar ’ 
A 26h ato ney ahd: an ae 
se ee Be pi ay jan 

Gl: pitats Givin; © aa dtaheouss Shienesettiene ry ot tavends a 
Toul Santen 4s eladsalishwt wb Ne ae cited eet ols‘ Seghehe gil ieee lque, 
Staite: Ud. tarceita ow oy Liv aiiayihel a “agub babes af 
a a ; 


120 


Summary and Discussion 


Leadership is one skill in which the exercise of power is utilized 
in the organization. It is a function of the leader and the follower, 
and the situational context. 

In order to effectively undertake the full range of managerial 

\ 
responsibility -in the drganization, «an administrator must extend his 
power beyond the formal authority inherent in the organizational 
structure. Awareness and utilization of the communication network is 
one method of expanding power. 

Influencing subordinates can be done directly or indirectly by 
manipulating their environment. 

The misuse of power can have a significant impact on organizational 
effectiveness. The responsibility for the proper use of power lies with 
the power holder. 

The exercise of power and the existence of conflict in the 
organization influence each other reciprocally. Organizational change 
is an ongoing process partially controllable by power and results both 
Bronco li ceand sin contlict. 

The feelings of vulnerability an administrator can experience as a 
result of his dependency upon organizational resources can have a 
serious impact upon the power dynamics of that organization. The 
functions of management that are inherent in that role must be 
realistically assessed and the use of power addressed to enhance 
administrative effectiveness. In other words, although an administrator 


cannot significantly control his dependency upon resources, he can 
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effectively utilize power to increase his control over those resources 
and in that way, possibly reduce his feelings of vulnerability. . In this 
respect the exercise of power gives the administrator some degree of 
independence. 

A degree of managerial psychology will most likely be necessary in 
extending an administrator's base of control. As long as an increase in 
organizational effectiveness is an administrative goal, the 
administrator will have to deal with change on a regular basis. Power 


can play an important role in implementing organizational change. 
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CHAPTER IX 


DISCUSSION AND CONCLUSIONS 


Discussion 

The object of this thesis was to review and analyse the concept of 
power in organizations as it relates to administrators, by means of a 
literature reviewhes After. examining. much,of» the existine, literature. it 
can be Pe feces that ‘the concept of power is indeed an elusive one. 
In part, this may explain why the most difficult purpose of this thesis 
was found to be the establishment of a working definition of power. 

Through this study a working definition of power has been arrived 
at. The exercise of power has been described as being related to four 
factors:,. @)) the entities involved in, the power relationship - in this 
study, the entities consist of the administrator and the subordinate(s); 
(2) the process of exercising power - in this study, the power process 
reflects the administrator's capacity to exercise power, and is a 
function of the power relationship; (3) the outcome of the exercise of 
power-.in this istudy.,,. the outcome,sconsists of changes in the 
subordinate's behaviour and/or attitudes, necessary to facilitate the 
organizational goals; and (4) the social context within which power is 
exercized - in this study, the social context is the organizational 
setting. 

The concept of power as reviewed and analyzed in this thesis may be 
stated as follows: power is the administrator's personal ability to 


effect change in a subordinate's behaviour and/or attitude, necessary 
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to the accomplishment of the organizational goals. The administrator's 
ability or capacity to exercise influence is a function of the 
relationship between himself and the subordinate, and the exercise of 
this influence occurs in an organization. 

The more significant points of the study are highlighted below. 

The definitions of power as reviewed in the literature are many and 
varied but for the most part appear to address one or more of three 
characteristics of power: the behavioural response of the power 
assenter, the relational aspect of power and the concept of power as a 
Capacity Lomexercisebini uence: ? ihe concept of power Zs) such*that one 
definition of power should be sufficient to describe the exercise hae 
this type of influence in any organizational context. 

Many authors maintain a negative concept of power, holding that it 
issa socialvevil.giThis attitude: has-been -cited®as one” reason for 
research in the area of power being hindered. 

The concept of the power assenter is introduced in this study. The 
subordinate in the power relationship is viewed as a responsible, aware 
entity who deliberately chooses to assent to the power of the power 
aeiaeet This concept of the power assenter influences the nature of the 
power relationship. 

The terms of power are defined by three dimensions: the attributes 
of power include weight - the amount of influence, domain - the range of 
persons influenced, the scope - the range of behaviours influenced; the 
base of power identifies the source of power; and the form of power 
denotes the way in which influence is exerted. The dimensions of power 


must be identified in order to derive a complete understanding of power 
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organizations as it relates to administrators. The form of power, for 
example, can largely determine the type of compliance that will be 
elicited. 

The two motives associated with power in the literature are: power 
as an end in itself (this motive reflects the intrinsic value of power); 
and power as a means to an end (this motive reflects the instrumental 

\ 
value of power). Althdugh much of the literature examines the actual 
utilization of power in organizations, the impact of potential power can 
also be considerable. Power does not necessarilly have to be utilized 
to be influencial - the mere recognition of the power may be sufficient 
to elicit certain responses. 

Non-observable factors can influence the exercise of power and 
must be considered in an examination of power in organizations as it 
relates to administrators. Three such factors are identified in the 
literature review as: the power holder's perceptions of himself and his 
subordinates in the power relationship; the legitimation of the power by 
the power assenter; and the manager's job-related dependence on 
organizational elements in order to carry out his responsibilities 
effectively. 

In -an.~oteanizational setting utwo \kinds soi eintluence are gidentif ed: 
power, which is a function of the individual or person; and authority, 
whiicholLs- aghunetion sof the ppositionw»-Both power and) authomity wequire 
the legitimation of subordinates to be effective. An administrator's 
primary responsibility is to facilitate the achievement of the 
organizational goals. All influence attempts must be condusive to Lhe 
undertaking of this administrative responsibility. The organization as 


a social context for the exercise of power determines the setting of the 
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The authority inherent in an administrative position is seldom 
sufficient for managing the responsibility also inherent in that 
position. There is a need, therefore, to expand the administrative base 
of control, in order to facilitate effectively the organizational 
goals. Organizational effectiveness is determined, in part, by the 
administrator's skill in exercising power. An administrator's 
job-related dependence on organizational elements can create feelings of 
vulnerability and frustration in him. The exercise of power gives the 
administrator some degree of independence and can assuage feelings of 
frustration and vulnerability. 

Conclusions 

Despite the evidence that power is such a pertinent aspect of 
OrsaniZational effectiveness, it is surprising that’so Iittie 
information on power can be found in the literature of administrative 
and organizational theory. 

Myths surrounding the evil of power must be exploded. There is a 
need to inform people of the instrumental value of power. Power is 
merely a tool which can result in socially beneficial outcomes in the 
hands of responsible persons. It is only then that power skills can 
begin to be taught as any Social “skill is taught.~ There is a demand for 
the analysis: and synthesis of data on power, in order toe a compilation 
of power skills to be taught in a systematic fashion. Much of the 
educating that is done is the result of solitary pursuit. 

The attempt of this study has been to cull out of the existing 
literature, writings on power relevant to administrators in 


organizations. A theoretical review and analysis was undertaken of 
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these writings. The definition which results does not necessarily 
reflect the concept of power as it exists in the 'real world’. The 
concept of power embraced in this thesis is illustrated below. This 


drawing depicts one basic unit in the organizational structure. 
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Suggestions for further research include viewing this unit as a 
building block in the formation of a model of power in organizations for 
administrators. The interaction between similar units could yield a 
theoretical model as a basis for further theoretical and empirical 
research in the area of power. 

A useful empirical study might be the analysis of the power 
SELUCtEULTE HIM ONE porfanieabionsasritrpactuallyiexists. This might prove 
difficult §feonvan pi oubsider Wrolundertake may (requiresaepart ticipants 
observation method of collecting the necessary data. The possibility of 
researcher bias would be of particular concern in a situation such as 
this, and would have to be consciously avoided. 

In conclusion, Mills (1963:11) maintains that “Men define power; 
they are not necessarily defined by it.” Power is a device, an 
instrument that has the potential to be used, misused or abused, just 
like any other tool. The power holder determines how power is defined, 
whether it is ascribed negative or positive connotations. For the 
administrator, .thelresponstbility eto tutilizespower toPiaei litatesthe 
ereanizational goals, is inherent in the acquisition of power in the 


organization. 


suvoc gilt Yo stele ede ad ie 7 os 
urouganipi@ @fdT “+ odies Hintaae |p as St ei teh Elem eh 
=Regiolizug & sttitiay “re arent yi “nuhigshe” hae 20%, 
to-Vebitdluder eT . eth eieetasan ots arProetilies jo Wortaae | a0 do 
gm itty 26; afte os wi 9 4ygo> Seliol i shp 6 oe hina! ard act: } te 
fone: "i xPtnetrones ef) he ava, a Pe i 

: eee wi hahha "840 angele reebl ite: £}¥L) itt isan. ft» 


week a ht ome |) Se aet ial at tee zest scot 


raon, jtuwetide te Hhebbin yobut se 0) Ledrperqy) ait 988 sade em 
Bonita 6° Wve Gor weanigigony sehtodt Snead ‘per Taal sted 
ats, tt .Avssigfuabe er ietwos te ae 2. 

afd Sinyiilsod go sooeq me diicy oa yethldsanggees ais oe 


S¢s- nf seWag to polyteicpsa aly os) Joepsiial tieag” lessen 


BIBLIOGRAPHY 
ARENDT, H. Between Past and Future. New. York: The Viking Press, 1961. 


ARGYRIS, Chris. Personality and Organization. New York: Harper and 
Row, Publishers, 1957. 


BARNARD, C. The Functions of the Executive. Mass.: Harvard University 
Press, 1938. 


BASS, B.M. Leadership, Psychology and Organizational Behaviour. New 
VOrW. Hearper-ane Brothers, 1960. 


BEACH, L.R. & CLARK, E.L. Psychology in Business. New York: McGraw- 
EEEL Book Company, Incorporated, 1959. 


BEEL Sek. 26 EDWARDS 7 eD.V..& WAGNERG eR-H.) Polttical Power. VNew York: 
The Free Press, 1969. 


BENVENISTE, GuyeeethesPolities goORfExpertisces.—San »-Fransisco)» Boyd jand 
Fraser Publishing Company, 1977. 


BIERSTEDT, R. “AnvfAnalysis of }Social Power”, American Sociological 
Reyilew. PELISURILS. 730= 73.65 


BLAUSSe MM. Exchange andtPowervinsSocrak Wi fend New oYorkinjgpJonn Wiley & 
Sons, Incorporated, 1967. 


BEAUSSr .M.R&@SCOLE, Wak. Oikormal “Oreanizgations fosGalifornva: sa¢handler 
Publishers Company, “1962. 


BROWN, R.W. Social Psychology. New York: The Free-Press, 1965. 


CARTWRIGHT: (Dees Influence, Pheadership and; Controel” gio tudlessineSocial 
Powers €(DieCartwrichts, Eds)-Chicaco> Rand McNally sé Company, 
LOGS a b= 47 


CARTWRIGHT, DapGhan) tStudies in Social Power. Chicago: Rand McNally «¢ 
Company, 1965). 


CLARK, K.BesePathossok Power. ,eNewerorkiaeharper & kow, Publishers, 


1974. 
“COHEN, Situational Structure ,aselt—Esteemeand slhréeatz0riented 
Reactions to Power", Studies in Social Power. (D. Cartwright, 


Ed.), @Chieago: © Rand McNally eé<Compaty ;6l965, 35552. 


128 


* M- 2vae¥ won eae a wg vas: 
verts ioe er afte 
4 i” 4@e hp oa 


|S 
Lee 


-asaf Got =. apvot Lnatotiat lass 


foe hyo sets vD ue 
lAdtgniessol S§2h tithe hSYOw aarti 7 tea” I9TEAST! 
~~ a. 
D OU aoe «oY set. sER Te) Set shes yi 
~ Can aly re 
mm Stn Marve TS, Latags Seth: mat sicher 


C00P ,aenul~ter% 3/7 leet wet -gepie we. 4 


l ei gethyye yy fo03 194 ‘ng istiatalbadst eo a . 
ees aes & a 


3 yi tees ae Cutakdd (bE, sty iaweeeo ig 


® Gilstigl aies cogenlay 1g mt teogod mi esons@ Cb Cel yee ak 
oe 
fagaileiignt wor 4 .aqon® saat wall sale s 


Hexeeko-738 oak dietic meonted~ tig? Mii te, 
7 3 ma a 


COSTELLO, T.W. & ZALKIND, S.S. Psychology in Administration. New 
Jerseyes = Prentice-Hall, Incorporated, 1963. 


DAHL, R.A. "The Concept of Power", Behavioural Science Quarterly. 
OD ee rae 20d 2 on 


DAHL, R.A. and LINDBLOM, C.E. Politics, Economics and Welfare. New 
York: Harper™~and Brothers, 1953. 


DALTON, M. “Conflicts Between Staff and Line Managerial Officers” 
american Sociological Review, 1950, 15, 342-351. 


bf 


DORNBUSCH, S.MA G* SCOTT.» W. Rie Evaluation “and ‘the Exercise’ of 
Authority. California: Jossey-Bass, Incorporated Publishers, 
vee 


DuBRIN, A.J. The Practice of Managerial Psychology. New York: 
Pergamon Press, Incorporated, 19/72. 


ETZIONI, A Comparative Analysis of Complex Organizations. New York: 
thevirecetPress@or Gléncoe, Inc., 1961. 


FLEISHMAN, E.A. & BASS, A-R- Studies in Personnel and Industrial Psych- 
olosy. diiLinoics: *ThelDorséyePressim1974: 


BPRENCH, JR. Pee Jes haboratory and Field” Studies of Power™ 
Psycholoeteal Review.) £956,°63% "16l=194. 


FRENCH, J.R-Pe,te-. and RAVEN. “The Bases of Social Power , Studies in 
Soelal Power 28 ).© Cartwereht’ tdi) Chicago: ) “Rand MoNally & 
Company; 19655. 150—1644 


FRENCH, J.R:P.f0dre andMSNYDER’9” “Leadership and interpersonal Power’, 
Studies in Social) Power. 9(D. Cartwright, Bd.) 9 Chicago: Rand 
MeNatly 6, Company 1965t 9116-149. 


GIDDENS) “A= ‘Studies inv Soclal and Political Theory. sLondon: 
Hueehinsoen ye L9%7% 


HALE, sicheard 1.) Organizations: Structtirerand Process.— New Jersey: 
Prentice=Hall; Incorporated, 1982. 


HERSEY, P. &' BLANCHARD, K-H. Management of Organizational Behaviour. 
New Jersey: Prentice-Hall, Incorporated, 1972. 


HICKS, H.GemGnCULLETT Y*CoR. @POrecanizations: *Theery é=Behaviour. New 
York: McGraw-Hill Book, Company, 1975. 


oe sales 


wah .448t 96ice anid etait ; 
“i (£20) ete, i oe : 


oe 
“erond$S0, Lalebuare® ants sas S48 


Fas * =< : ~a_ be 

f-Cee» oT 1% : +s a 

—— 2 
> 
_ i Vv, a8 
> & ® cf Olas iw Pheog ©" Pes ? 4 ME: pawMsOd 

— m — — Se 2 La 
» ie, wore 174 7) 507 'v. q° 5 


own gay! a ay i ie? thee Ms Bre 2 oe aay a on] 


a Te (kbs eed yee orl yuegre 


> 
inn watt ery 48 ce bide ' etay ™, » L2eseqmo 
sc a) a) Amey. sare ae ee 
2 = 7 ~ 
nijeeyt debesavtint tae leiianere td perbege goa Lepadid -asd WATE 
“a et. oo. oe 5 oe afl mth : 7 ; 
‘1 a3 > . ‘ | i @ “ne A j ~Sagio - 
ae jth Su. nese <aiys@elel 
“4 coe «“SaEvo! se isguingioeg’ 7 
, ; rs - 7 
B Ai « Wo Latcon! So ine ot peat Py a PL bb _ +9 2.0. “(Hoe 


‘ala 


Y fl ty 
‘ + aH : ; ad ob i a INST TID it ak yy/i Dator? 
Lc-0er ieee JNayeR 


= egos. thr (sa tel. ori ute Se hal” ing ae a a % oS e fom ie 
boreal fy 1 ij_iuizes 1) Steet tees a sutharl 


—_ = omen eee os 
PepieAtt , oot 4 teees “tees 


i 


i Ubwe 4 7 Z I —) jeloe bas — inea_t wut 


waeta: wal . gaggor % swigupse cevobhee tomes -& & 
Sarr ele wd =), lneae 
= 


. wWeleiagt senuirets sub he. te vexgesati Ree 


Se ee Loaneoqy anne [heS= ax psy 


- 7 a 


At vett ae ‘eves fo8 6 S320 2% cyl sess na) : 
i. ——— 
Ar Weead =  eAnOE™ 


°° . 
a fe} 
- 


HOLLANDER, E.P. Leaders, Groups and Influence. New York: Oxford 
University Press, 1964. 


HOY, W.K. & MISKEL, C.G. Educational Administration: Theory, Research 
and Practice. New York: Random House, Incorporated, 1978. 


JACOBS, T.0. Leadership and Exchange in Formal Organizations. 
Virginia: Human Resources Research Organization, 1971. 


JOHNSON, T.J. Professions and Power. London: MacMillan Publishers, 
LOT. 


RARNG@ she lie &) BOULDING 2 Eh.) (Eds.) 6 Powerland: Cont lictaun Oreanizations, 
Wew York, Basic Books, Incorporated, Publishers, 1964. 


KAPEAN,) As) Power in, Perspective!” Power and Conflict sin Organizations» 
(R.L. Kahn and E. Boulding, Eds.) New York: Basic Books, 
In¢aaerublishers ,.LS64. 


KAPLAN, A. and LASSWELL, H.D. Power and Society. Conn.: Yale 
University Press 0950: 


KATZ, D. & KAHN, R.L. The Social Psychology of Organizations. New 
York: John Wiley & Sons, Incorporated, 1976. 


KELMAN, H.C. and HOVLAND, C.I. "Reinstatement of the Communicator in 
Delayed Measurement of Opinion Change”, Journal of Abnormal 
Social wesyicho logy. 1953" Bom D2 /-3a5" . 


KIMBROUGH, R-B. Political Power and Educational Decision-Making. 
Chicago: Rand & McNally Publishers, 1964. 


KOTTER, J.P. Power in Management. New York: AMA COM, 1979. 


DAVE, CoA. & MARCH, J°G. An Introduction to Models in the Social 
sciences. 


LEAVITT, Hed eee PONDY, LeRws (Readings: in Managerial Psychology « 
Chicago: The University of Chicago Press, 1964. 


LEVINGER, “The Development of Perceptions and Behaviour in Newly Formed 
Social Power Relationships, Studies in Social Power. Chicago: 


Rand McNally & Company, 1965, 83-98. 


LITCHFIELD, E.H. "Notes on a General Theory of Administration’. 
Adminiserathon SictencetQuanterly. 1, 1956 (3-29). 


sms )e) 


3 area sob ideas ke 
Scien aaes _s 


: 

5 
?z 

a 


» | : 
ree UideY.abte2™aae (spat St rae 


\ a 


ay aa diliahall 
aed tae} we p17! <9 9r5 Teens govt an sapt «A AS 
cea Ya Th i a er ~— cm <2 ia one rhe MD a 


¢ # 


7 oP. 4 sae” Aten ° oat , 


) ,JUaRLE Oo <4 CATE 
7am 


‘gy , bowh® WaleSqv Sas 
= 2 
: = ; ” : 7 ow = 
as inl wy oo ie 7 nv ravi pty insure 7! i>, AMAA 4 me | ~om 
a @ : >~— oe» so > pjy= > ue >. 9° 9 - 
| a a ire ‘ d *#Lip nh tay 
7 
y 4 i, ‘ bes 
iae eu} 7 Oe ¢€ 
Ei¢ey° (kJ 
— ~_ 
F] a oye @!.4 ipmoaald 5 svi t Pudi 
a > — e res 23) == J » ° i rm 
ow Aa bt o> ie ‘Shes 6 
utes ee oe eo te o7 » eed» para. a* — 7 
‘ « @ = @ ie eae vi 
ae 6.11 pied Os aN oi: 2? 7) nee 2 sg. 
- ew 
: - oh) 
« Sgelwtjeet Latgcicrad « i #809 AY CEOS € .\ 
- ak - ' - 7 = = 4g yw? 
P ay i Ad a wer OMG 


: : 
hee et ¢iga ms Syraheret Gt! «ey ace el. > att jieeqioa. a 


haces oles 3, ta ak AS Blt 4f tre ee 
y —% a ie Ay ae +t 


1 > -_ 
j seer j a nee bape? 2 hk 4 
% pase 7 soisainesoe sae 
=a wn 
r 7 ye we 


ces 


a 
a - n49 


LUTHANS, F. Contemporary Readings in Organizational Behaviour. New 
York: McGraw-Hill, Incorporated, 1972. 


MACHIAVELLI, N. The Prince. New York: Mentor Classic-New American 
Debeary seo . 


MARCH, J.G. (Ede) Handbook. of,Organizations. Chicago; Rand McNally & 
Company, 1965. 


MARCH, J.G. & “SIMON, H.A:. Organizations.» New York: John Wiley .& Sons, 
Incorporated, 1967. 


MANKIN GD. “Sloward »a,Post=Industrial Psychology., New York: Wiley and 
SsonSerublishersy 9 7G. 


METCALF, H.C. & URWICK, L. Dynamic Administration. London: Sir Issac 
Pitman & Sons, Limited, 1965. 


McCARTY, D.J. & RAMSEY, C.E. The School Managers. Conneticut: Green- 
wood Publishimg Corporation, 1971: 


McCLELLAND, D.C. Power: The Inner Experience. New York: John Wiley 
Si GessOUS m7 on 


MILLS, C.W.) Power, Politics’ and People. New York: Oxford University 
Press phI63. 


MOSCAYG. © ibe Ruling Class. Wew York: MeGraw-Hill, 19359. 


PACKARD, Vance The People Shapers. Boston: Little, Brown and Company, 
19774 


POLANYI, M. Personal Knowledge. London: Routledge and Kegan Paul, 
1958. 


REICH, C. The Greening of America. New York: Random House, 19/70. 
ROSEN, “Effects of Adjustment on the Perception and Exertion of Social 
Bower ?, Studies of Social Power. (Us) Gartwricht, Ed.)) Chicago 


Rand McNally & Company, 1965. 


RUSSELL, B.- Power: A New Social Analysis. New York: W-.W. Norton & 
Company, 1938. 


SCHELL, E.H.* Technique of Executive Control. New York:: McGraw-Hill, 
Book Company, Incorporated, 1950. 


spo 


‘ae tad seo | 
oe heen 
om> Ss tel aims int ae as aant ah 


ao ont agli 
om Hs ae: mR 


—- ey Fe at wie acne ise >. £ : preci 
a BLE E calc ee> ae 


T10faface=) ~<a” see shame 


some) 68y Bae. .9 ir ao. (oe pe4} - dewge geet, gat opal! Sterne. —s 

4% . a 

osi% a +0 --e! ie —— - 
bs - a 


_ 
09! arte Galiv a@® oo Sua? 5% els se 3 criss A 
toerws Wy a re ngs rat, 2% > 3706046734109 —- -asest) _ 


“ef 00 Lou A a « oS eS 
: _ 
SA. Qe <eatee ati ees 
(ito «iis 6 a ae 
: ae : 


SCOTT, Wm-G. Organizational Theory. Illinois: Richard D. Irwin, 
Incorporated, 1972. 


SHARTLE, C.L. Executive Performance and Leadership. New Jersey: 
Prentice-Hall, Incorporated, 1956. 


SIMON, H.A., Administrative Behaviour. New York: MacMillian 
Publishers, 1956. 


SIMON, H.-A. "Notes of the Observation and Measurement of Political 
Rover... JoUrmat of Palitress, «bavi» ir 300-3 Lo. 


STOTLAND, “Peer Groups and Reactions to Power Figures", Studies in 
Social Power. (D. Cartwright, Ed.) Chicago: Rand McNally & 
Company, 1965, 53-68. 


TANNENBAUM, A.S. Control in Organizations. New York: McGraw-Hill, 
Incorporated, 1968. 


TEAD, O. The Art of Administration. New York: McGraw-Hill Book 
Company, Incorporated, 1951. 


ULLRICH, R.A. A Theoretical Model of Human Behavior in Organizations. 
New Jersey: General Learning Corporation, 1972. 


WALTER, E.V. “Power and Violence”, American Political Science Review, 


June 1964, 58, 350-360. 


WEBER, Max Basie Concepts in Sociology. New York: The Citadel Press, 
1964. 
WEBER, Max The Theory of Social and Economic Organizations. New York: 


The Free Press, 1947. 
WINTER, D.G. The Power Motive. New York: The Free Press, 1973. 
WOLFE, “Power and Authority in the Family”, Studies in Social Power. 
(D. Cartwright, Ed.) Chicago: Rand McNally & Company, 1965, 
Soins 


WRONG, D.H. Power Its Forms, Bases and Uses. Southampton, Great 
Britain: Basil Blackwell Publishers Limited, 1979. 


ZANDER, COHEN and STOTLAND. “Power and the Relations Among 
Professions”, Studies in Social Power. (D. Cartwright, Ed.) 
Chicago: Rand McNally & Company, 1965, 15-34. 

ZUNIN, Leonard Contact: The First Four Minutes. New York: Ballantine 


Books, Incorporated, 19/72. 


1352 


7 nm 
- sisetnaoan «hin it 


retattes ett eatlin . wisn - 


+ oleic Rens ee ae 


668 2 testa 2 
ar Tsar td q22. 7 40 27 tsa vig 
= cere othe ft a8 


caghtead shrnist 424524264 ftodraaed bs Bear ele er oar ye 
ad ESS She Bert a ieee: - 


pede Leber) Gall | pee orb reaieing nh ichiwe SbAas i swore 
‘fo? wnt se Luatnan alien tt. t0K Lat Rn sana ea th > 


(E007 .cart Gri 2h) faye wnt, Selon 2004 att we: “4 oe 


al 7 JS ‘> as bs ¢A thet” Jv 
Peron Pinte: a aiid at nt = 4 a 
at ad ad 7 


eons ae wit F Pe Ale 
§eR® VstElreite » ; 
: ies »ee 


ebjs¢etiaw satel vm 


ry 


3 la ¥ 

be pill 
erent 
Renta 
ba AY ; Beet ke J ; } rh ithe 
naa iia tet bate feet (Uta 
’ ; hi 

My 
ae 


i 


We 
Lia 
Bp , 


